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Foreword

In preparing the material for the writing of this report on the Jun-
jor Officer Training Program, the historian was confronted with an

_ embarrassment of riches. The records of the origin of the program

and its later development have been kept with meticulous care and nice
discrimination; all of the basic documents were preserved, key papers
related to change and expansion were kept in logical order, and notes
on significant details were retained to lend color and life to the chronol-
ogy. The historian's tasks here were basically those of selection, inter-
pretation, evaluation, and -- finally, of course ~-- the compression of a
host of documentary information into a coherent and readable story.
Whatever success he may have achieved should be credited to those
unheralded people who, over the years, have kept the records of the
Junior Officer Training Program with what must have been a feeling of
personal involvement.
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THE JUNIOR OFFICER TRAINING PROGRAM

1950 - 1966

L 'Origin and Early Development

A, lBackg_round

The origin and early development of the Junior Officer Training
vPrograrr.l (iOTP) can best be described against the background out of
| which-the program arose. Ina real sense, the program was a product
of the pressures of the time., The féll_owing paragraphs identify those
pressures and déscril;e the responses to them.,

1. The Agency Climate, October 1950. On 7 October 1950,

~ when General Walter B. Smith became the Director of Central Intelli-
gence, 1/% lCIA was little more than three years oid and was still in a
stage of organizational infancy. Rear Admiral Roscoe H. Hillenkoetter,
whom Smith succeeded, had been DCI both before and after the activa-
tion of CIA in Septembér 1947 -- before, of course, as the director of
the Central Intelligence Group -~ and had nurtured the new Agency
through the early formative years. Smith faced the probiem of bring-

ing the Agency to maturity and building an organization that would have

* For serially numbered source references, see Appendix D.
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the full .capability of meeting the respénsibilities outlined in the
National Security Act of 1947 and satisfying the many and varied
requirements implicit in those responsibilities -- requirements' that
appeared to multiply geometrically with the advent of the Korean War.
In Oétober 1950 most of the intelligence officers in the Agency
were men who had served in the Office of Strategic Services during
World War II, had stayed with the Strategic Services U_nit after OSS
- was abo.lished, and ha.d‘con;le to CIA through the short-lived CIG
ovrgani.zation. They were competent, experienced intelligence officers,
but they constituted only a cadre; the cadre was quite capable of pro-
viding the leadership needed at the time, but there was no reservoir
of experienced manpov{er‘from which future leaders could be drawn.
Neither was there, of coursé, any facility -~ either academic or
government ;— capable of developing a reservoir of trained intelli-
gence officers. |
At the t1me, the Agency did have an excellent training com-
'~ ponent, the, 0s0O/OPC Training Division (TRD), but the work of the
TRD was oriented toward specialized training in the specific skills
nece;ssary' to the conduct of clapdeétine activities. There was no

systematic program directed toward the recruiting and training of

_ -2-
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peOple for the inte'lligenee profession. Smith was faced, then, with
the problem of building fof the future without a reliable source of
building materials. The establishment of the JOT program was a con-
crete menifestation of his deterfnination to solve the problem.,

2. The Appointment of Colonel Baird.* An interesting example

of the development of organizational mythology is the generally'
accepted belief in the Agency, particularly in OTR, that late in 1950 |
Smith arranged with the US Air Force to have Colonel Matthew Baird
recalled to active duty and assigned to the Agency to organize and
develop a program designed to train people for the intelligence pro-
fession. Baird himself had no part in the generation of this myth;
indeed, he did everything that he could to dispel the illusion. It per-
sisted, however, and actually it did no real harm; but the historical
record need not be garnished with myth.

Baird was on active duty with the US.Army throughout World
War II, primarily as a troop commander in the Pacific Theater of
Operations. After the war, he was detached to inactive-duty status,

and when the US Air Force was established in 1947 he became a

% The factual information in this section is based on Matthew Baird's
recollections of the period. 2/
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member of the Air Force Reserve. After the outbreak of the Korean
War in the summer of 1950, Baird was recalled to active duty, and in
November he reported to the Pentagon without any knowledge of what
his assignment would .be.

At the same time that Smith was appointed DCI in October
1950, William H. Jackson, a prominent New York attorney who had
served the government in an important civilian role during World War
11, was‘ appointed Deputy to Smith. * Jackson an.d Baird had been room-
mates at Prinéeton‘University during their undergraduate years and had
continued a close friéndship thereafter. Jackson knew, of course, that
Baifd had been recal].ed to active duty and had not been assigned; he
also knlew that Baird had had experience in the administration of edu-
cational programs and had, in his military role as troop commander,
demonstrated a high capability in the direction and management of

people.

% Jackson resigned from staff status in the Agency on 23 August 1951
but continued to serve as Special Assistant and Senior Consultant
to the DCI. He was followed in the DDCI position by Allen W,
Dulles. ' : .

. = : o
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" The 5uxtaposition of the two events -- Baird's recall to active
duty and Smith's urgent need for a man to develop and manage a career
B development program -- waé a fortuitous one, and Jackson took the

logical step. He recommended that Smith take the action necessary to
have Baird.assigned to the Agency under the established Air Force
éllotrﬁent of officers to CIA., During November 1950 Jackson arranged
to have Baird meet Smith -~ without informing Baird of the real reason
. for the meeting. There followed two or three other meetings, osten-
‘sibly social ones, during which Smith and Baird discussed -- within a
mofe--or-less abstract military context -- the problems of officer
developmeﬁt and career management.

" During éhis period Baird was waiting for the Pentagon's
decision on his assignment; according to his recollection of the gitu-
v.ation, he was completely sur.prised when Smith told him what that
assignment would be. Apparently neither Baird nér the Agency waited
for the official pa.pefs on the as signment. Thefe is in official files a
document -- cited in the following section of this history -- obviously
prepared by Baird and dated 30 November 1950 and CIA General

Order 38, "Designation of CIA Officials," dated 1 December 1950,

-5
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lists Baird as Director of Training. Baird recalls that the Air Force
orders assigning him to the Ageﬁcy carried an effective date of
2 January 1951, Whatever the cause of the discrepancy -- faultir recol-
lection or bureaucratic expediency -- it has no beaﬁng on the origin of
the JOT program or on the emergence of the career service concept of
which the program was a part.

There was, however, another factor in the appointment of
Baird that did have a bearing. That was Smith's decision to bring into
‘the Agency'from,the outside a man to develop the career service,
There .wa.s in the Agency at the time a Personnel Office with a compe-
tent senior officer in charge, and career development was a standard -
function of the persdgnel component of an organization -- including
military organizations. The probable explanation of Smith's deviation
from standard practice is that the senior personnel officer was not a
military ‘n;marl, and Smith felt that only a military officer could do the
kind of job he .wanted done. The conseqﬁences of Smith's action were
serious and lasting. Most of the senior officers of the Agency at the
time were members of the 0SS alumni club; Baird was an intruder --
without any intelligence experie_nce.whatev.er -- brought in to d§ é job

that could have been done by a member of the club; he was looked upon

-6-
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as Smith's '"boy," and the club members resented him. This resent-
ment was open and obvious during the early years of Baird's service
with ‘th'e Agency, and vestiges of it were apparent in the years that
followed. Undoubtedly it was a major factor in the rough treatment
i:hat most of the sénjor officers gave to Baird's formal proposal for the

establishment of a career service in the Agency -- a gituation that is

described in some detail in an earlier history.*

3. Emefgénce of the Career Service Concept. sk Unfortunately,
| but understandably, no records Qere kept of the informal diacussioﬁs,
both before and after Baird's appointment, in which Smith described
for Baird his c’oncept of what an Agency career service should be.
Such records might have explained the motivations behind some of
Baird's subsequent actions --.la.nd, of course, might have identified
the ofig_in of tﬁe troublesome ''elite corpé" label, which is revie‘wed'
below. In any event, there were a number of such discussions; and
before Baird took any action at"all, he was thoroughly familiar with

Smith's ideas and desires.

% OTR-5, pp. 26-33.

% The undocumented information in this section is based on Baird's
recollections. See footnote, p. 3, above.

3 | . ‘ - 7 - .
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These. ideas and desires first appeared in document form in
a 30 November 1950 paper prepared i)y Baird and submitted to the
"Executive' (a title w}aich was changed in December 1950 to Deputy
Director for Administration -- DDA), under whom Baird’s program
was initially placed.* This paper was a "Préposal” of the function of
the Director of Training (DTR). 3/ It reflected Smith's conviction that
the DTR should be '"responsible for developing and directing all Agency
training programs, ' and it listed two specific functions, The first of
these was the DTR's respoﬁsibility to '"design, establiéh and direct a
program for'the pre-employment selection, guidance and development
of indi-viduals., for careers' in the Agency. The second was the responsi-
bility to "dresign, ‘direct the establishment of, and supervise an orienta-
tion and -vin-se'rvice training program for all staff employees, "

The first of these two proposed specific functions contains all
but one of the baéic elements of what later became the J"OT Program:
pre-employrﬁe_nt selection, guidé,nce, and dévelopment; the one element
that is not included is post-training job placement. The paper's brief

_ descriptibn of this first specific function contains some elements that

* In 1952 the Office of Training was removed from the DDA area, and
the DTR reported directly to the Office of the DCI.

: _ o : -8-
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were not subsequently adopted as parts of the JOT program: the
tailoring of an individual ”develépment" program for each of the train-
ees, and the selection of trainees ''no later than college gréduation
(or its vocational equivalent) but in most cases not later than the
sophomore year,' Between 30 November 1950 and 3 July 1951, when
a rﬁore detailed proposal was submitted, both of these elements were
dropped. * The 30 November 1950 proposal was marked "O, K., ' and
initialed by the DDA,. Murray McConnel; and Baird began immediately
to put the first function into action, By mid-July 1951, a group of
professio'nal trainees had been recruited, screened, selected, and
entered on duty in a training status, %%

Having initia‘,ted action on that part of Smith's career service
concept that could be started without getting enmeshed in the Agency's
complex coordination machinery, Baird went to work on a detailed
proposal for the creation of a career service development program.,
By the end of June 1951, the work had béen complete_d, and on 3 July

the DTR submitted to the DCI "A Proposal to Establish and Implement

* See below, p. 43,

** See below, p. 13.

“m
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z; Cé.reer Corps Program in CIA." 4/ This was a 72-page staff study
of which the first 18 pages were devoted to discussion; 18 appendixes
followed. In es‘senc.:e, the study proposed two programs which, to-
gether, would constitute the Career Corps Program: a program to

"select, recruit, and train young men and women of great promise,

| and to place them in the Agency where they will be of the greatest use"

and a program to ''devise a method of identifying those employees of -
the Agency who have the highest potential for-further development; to
train and rotate them within and outside the Agency in such a way that
they will dev.elop the greatest usefulness to the Agency; and to place
them in the most important positions.' 5/

| The first of these two programs, of cou.rse, was already in
motion at the time the staff study was submitted. The second ran into
rough going at the outset and ~- except for a short-lived adaptation of

it 'undei' the direction of the Office of Personnel* -- never did develop

" as Baird had proposed. As noted above, %% the problems of the second

program, identified as the '""Career Corps Candidate' program in the

% See below, p. 74.

%% See footnote, p. 7, above.

. : ' -10- o o
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staff stﬁdy‘ -- are discussed in an earlier historical paper and will be

discussed here only to the extent that the program affected or was

"affected by the JOT program, which is identified in the staff study as

the ""Professional Trainee' program. It would be of interest, however,

' to mention at this point that the problems of the ""Career Corps Candi-

‘date' program were foreshadowed very early in the game., After

Smith received Baird's 3 July staff study, he sent it to the Assistant

" Director for Personnel for comment; implementation of both phases of

the overall career corps program would require the closest coordina-
tion of the training office and the personnel office, On 24 July the
Ass_istaﬁt Director for Personnel, Brigadier General F. Trubee

Davison, USA, responded to the DCI. 6/ In the fourth paragraph of |

_his memorandum, he said that he was '"in hearty accord with the pro-

posal, subject to the above minor qualifications. . ." The minor

qualifications included‘one that said,

Because the Agency is generally understaffed now and in
order to gain the essential cooperations of the Assistant
Directors, I suggest that rotation of the present Agency
employees selected for the Career Corps be delayed until
operating offices are nearer to their table of organization.
goals.,

. ‘ ’ ) B 1 1 -
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Davison"‘s memorandum was returned to him with a "lst Indorsement'":
"I do so approye; W.B.S. "‘ The delay, then, was recommended and
approved; and thereby hangs the unhappy tale of the gradual demise of
a pért of the career corps concept. The other part of it, however,
was very much alive.

B. The First Professional Trainees

Following the DDA's approval of Baird's 30 N_oyember 1950 pr‘o.-
- posal of the functions of the DTR, a personnel allotment of 100 "pro-
vfessiona‘l trainee' positions to be filled from. "academic sources' had
been granted to O.TR‘. 7/ The Agency's field recruiters had been
informed of the new program, and Baird‘ and his chief assistant at the
- time, _had established informal contacts within
‘th‘e faculties of several dﬁiversities. By March 1951 recruiting was
in progréss; by-'April a general program for training the recruits had
been designed; and the first training was scheduled to begin on

9 July. 8/ The following paragraphs will describe the general back-
grouna and qualifications of»the group that entered this first program,‘
.’che content of the training given them, and thg management of the

program,
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1. Background and Qualifications., The first group of profes-
sional .trainees began the training program on 9 July 1951, as sched-
uied.: There were 17 people in the group, 16 men and one woman.

The youngest student was 21; the oldest was 28; the average age was |
24, All of them had .Bachelor degrees, three had M, A.'s, and three
had LL.B.'s. The colleges and universities they had attended were
Harvard, Yale, Princeto.n, -Williams, Syracuse, Wesleyan, George
Washington, Smith, Oxford, Wisconsin, and Denver. Seven of the
students had majored in Political Science and five in Economics; the
other major fields of vs.tudy' were English, Law, History, Psychology,
Philc;so.phy, F'rench Literature, and Pﬁblic Administration. Within
t_:hé gioup_there was some degree of fluency in Latin, Greek, French,
German, Spanish, Poftﬁguese, Russian, and Norwegian., Nine of them
had completed military service, and eight had had foreign residence or
travel.

In a general sense, this first group .established the pattern of
backgrounds a.nd qual.ifications that was to characterize the JOT pro-
gram thereafter. In later years there was, of course, a great
increase in the number and geographical spread of colleges and uni-

versities represented, and there was an increase in both the average

Approved For Release 2001/07/12 : -00708R000300100001-5
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age level and the relative number of graduate degrees. It is altogether
rémarkable, however, that only seven months after the junior profes- |
sional tr.ainee concept had been approved, standards and procedures
had Been established and a group of prototype trainees had been
recruited and.processed and entered into a training program.

2. The Training Program. The original program designed for

the JOIT 'g% called for 14 weeks of formal training and two or three

months of ox;hthe-job training. The 14-week segment of the program
consisted of mornipgs de\.roted to the study of the nature and function of
intelligence and afternoons Vspent in study of the Russian language. The
students were enrolled in the Basic intelligence Course then being

given bj the Training (Overt) component of OTR. The Russian lan-

guage study was done _ with which OTR had 25X1A
gstablished an external training contract; at Ehaf time, the Agency had |

no internal capability for foreign language training.

* This term was not applied to the junior professional trainees in 1951;
it is used here in the interests of convenience and clarity. The
first term used for the group was '"Career Corps Candidates' (p. 11,
above). The JOT designation was first used in September 1952 (p.
92, below). In April 1965 the designation was changed to CT -~
Career Trainees (pp. 51 and 138, below). The term.used for the
. program was changed in the same sequence -- from Career Corps
Candidate Program to Junior Officer Training Program to Career
Training Program. )

Approved For Release 2001/07/12 : CIA?RD990-00708R000300100001-5

SECRET



i s
Approved For Release 2001/07/12 : CIA-RDP90- 0708R000300100001-5

" The on~-the-job segment of the training program bégan after
- the ‘comple-tion of the 14 wegks of formal training. The students

retained their OTR personnel slots and were assigned to the Agency's
substantive divisions for p'e_riods. of timne usually determined by the
divisions. At the completion of the period of on-the-job training, the
students were assigned to the divisions in which they had been working,
if the aésignment was mutually agreeable, 61‘ were given a different
on-the-job tra;ining a;ssignment if such a course seemed warranted.

' -‘The posf-training duty_ assignments of the first gxloup of trainees were
all to non-clandestine components of the Agency. At that time, there
were still formidable barriers between the Agency's overt and clan-
destine elements; not until early 1953 did the Clandestine Services

begin to accept JOT's.

3. Program Management. The management of the first group of
JOT's was initially handled by Baird and his chief assistant, _ 25X1A
-- both of whom, of course, had other jobs to do. It was apparent

from the outset that the management of the program would be a full-

25X1A
time job, and Baird persuaded |G
' | 25X1A
_ to come into the Agency for a one-year
: 25X1A

period to manage the JOT program. _entered on duty on

15«
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30 September 1951 and took over the program. 9/ His staff consisted

of one clerk-stenographer at the time; in February 1952 an additional

‘clerical person was assigned to the staff.

By the time tha{jjjjiilltook over the job, the trainee group

on board had increased; and by the end of 1951, there were 37 students

“in the program. 10/ 2 ctvally stayed with the Agency only until

13 April 1952. Because his service was clearly understood to be tem-

porary, Baird had sought for a permanent chief of the program; and

on 20 February -.1952, _reported for duty. ]

took over the pos}ition of chief when_left. By April 1952, the

"military agreements' phase of the JOT program had been established,

and |GG - tcmporarily assigned to the staff

to handle it. Thus w’hen_became Chief, JOTP, his staff con-

' sisted of two clerical aides and one temporary training officer. Per-

haps ;’t should be noted at this point that -- as will become apparent
later in this history -- the gfowth and outstanding success of the JOT
program were largely the result_ of _dedication to the program,
his tireless efforts to keep ﬁhe quality high, and hi‘s wisdom and for-
bearance in facing the many problems that had to be solved during his

eleven years as chief.

-16-
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C. The Military Service Agreements*

1. Background. One of the major problems that faced the

designers of the professional trainee program at the outset was the
imrnediate draft eiigibility‘ of most young men at the completion of
vt'hei“r academic studies. The colleges and universities of the cogntry
were to be the major sources of recruits for the program, and obvi-
ously thesé sources would not be very productive unless some method
was found whereby the Agency could recruit draft-eligible young men.
This problem must have been discussed at some length during those
early ﬁﬁrecorded conversations between Smith and Baird, and a plan
must: have been made. In March 1951 Smith initiated the action to
impiement the plan,** Baird's 3 July staff study does not include the
plan, but it does indicate clearly that one had been developed. The
study includes a flow-chart showing how the professional trainee pro-
gram would work, from the selection of the trainee to his post-train-

ing placement. 11/ In the recruitment and processing segment of that

* The subject of the Agency's relationships with the military services
and with the Selective Service is covered in greafer detail in Sup-
port Services Historical paper OP-5, Mobilization and Military
Personnel Division, 1946-70, byl Sevtember 1971, S.  25X1A

*% See footnote, .p. 19, below.
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chart; there is a dotteé.-line box -- all of thg other boxes on the chart
are solid-line bo#e‘s -- in which appears the legend: '""Men who have
not satisfied their military obligation go into one of the services at our
discretion.' Also in the st;udy there is an appendix titled "Arrange-
ments with Armed Forces for Training of Professional Trainees,' and
beneath the title appears this notation: ""This appendix will be written
when negotiations with the Department of Defense are successfully
completed. " 12/

- By 3 July 1951, then, a plan had been developed, and the
implemlenta.tion of it was in progress. Actually, there was already at
that time a near prototype for such a plan. As of 1 June 1951 there
was an allowance of 401 active-duty commissioned military personnel
assigned to the Agency, and 385 were on board. 13/ Baird mentions
this fact in his 3 .July staff study -- not as a prototype for the military
- agreements related to professional trainees but as a segment of the
on-duty Agency personnel that should be included in the Career Corps
program. |

Neeciless to sé,y, the implementation of the military service
agreements and the subsequent coord?'.nation of them involved massive

paper work, and it would be unprofitable here to give a step~by-step

| . -18-
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chronology of the agtioﬁ. * The following paragfaphs, then, limit dis-
cussion to a summary treatment of the agreements themselves, the

| procedures followed to pui: them. into action, the major problei’ns thgt
de\}eloped, and an evaluation of the military service phase of thg over-
all J'OT program. Details of situations and developments are included
only when those details serve to clarify by illustration and exemplifi-
cation,

2. The Basic Agreements. The basic agreements between the

Agency and the four military services -- Army, Navy, Air Force,

and Marine Corps -- were negotiated and established between March
and September 1951, %% The original proposals submitted to the Depart-
ment of Defense and the four componént services were signed by anith,
and there was no delay in the affirmative responses to them. Essen-
tially the four agreements were the same: the military service

would accept for officer candidate training a quota-determined number

of young men nominated by the Agency, would provide the training

necessary to qualify them for commissions, and would then return

* Copies of all of the basic documents involved are available in the
files of the OTR Career Training Staff.

*% The initial proposal was made in a 5 March 1951 letter from Smith
to the Secretary of Defense. 14/ '
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them to the Agenéy to serve in an active-duty status until the time
when their military obligation had been completed and they could be
converted to civilian status. These agreements were not restricted
to you'ng'men recruited for the Agency's professional trainee program;
‘on-duty embloyees of the Agency were also _covered. 15/

There were, of course, certain restrictions common to all
four agreements and some differences among the agreements. The
‘common restrictions were those prohibitihg the Agency from recruit-
ing people already on active duty with one of the military services,
graduates of the service academies, and people who had completed an
‘.ROTC program in a college or university.* The differences among
the four agreeménts were those related to the quo‘ca‘s of Agency-spon-
sored OCS traineés and the duration of military training before the |

return of the trainees to the Agency. These diiferences are specified

"below.

% In 1954 the ROTC restriction was removed from the Army agree-
ment and in 1956 from the Air Force agreement, and the Agency was
permitted to recruit college graduates with reserve commissions.

' : -20-
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3. Procedures. The military agreements, necessarily, were

predica:ted on the assumption fhat the Agency would make the necessary
preliminary .arrangements with the Selective Service Commission.

In September 1951, such arl;angements were made by Smith with the
Director of Selective Service. Basically, the agreement provided that
Seléctive Service would approve official Agency requests for the draft

" deferment of specified individuals with the provision that the individuals
would be entered into a military Officer Candidate School within six
months after the granting of the deferment. There was also a provi-
sion whereby the Agency could request a "stay of induction' for an
individuél after his local draft board had notified him of his induction
dai;e; the stay" of induction could be requested for 60, 90, or 120 days,
and only one stay-of-induction request for any one individual would be
hpnored.

Although the arrangement with the Selective Service author-
ities was generally workable, it was not flexible enough to accommo-
date the Agéncy"s security clearance procedures -- particularly when
the stay-of—inductidp'dévice was used. A candidatg could not be
assured of admissi.op to the Agency's program until he had been fully

cleared, and all too often there was a breath-held finish in the race to

: . ~-21-
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complete the seéurity check before the expiration of the stay of induc-
tion., In May _1‘953 the DTR partially solved this problem by arranging
- for the provisional clearance of candidates for the JOT Officer Can-
ldf‘Ldate School program. _1_6_/

The procedureé for the selection of JOT-OCS candidates for
acceptance in the Agency program were the same as those applied to
“-other JOTP candidatesﬁ they will be described in some‘ detail later in
this history. After selection and clearance, the JOT-OCS trainee

entered on duty with the Agency and, along with the non-OCS JOT's,
~completed the first segment of the training program -- the Basic Intel-
ligence Course or ij:s later equivalent, Thereafter he went through the
military enl_istment procedures and was assigned to one of the four
military services -~ usuall;lr the one of his choice -- for officer candi-
_da_te training.

The procedures in the OCS training varied with the individual
services. The Army trainees were first processed for basic training
-~ early in the program at Fort Meade, Maryland, and after 1953 at
Fort Knox, Kentucky. At the completion of basic training, thevtrain-
ees -- without attending '"Leadership School" -- were sent to Fort

Benning, Georgia, for Officer Candidate School. Before August 1953

- -22- o
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there were two possible types of assignment for the trainee after com-
pleting OCS: if the Agen.cy planned to assign the trainee only to head-
quart.ers duty after completion of his OCS training, he would be assigned
direct.:ly to CIA on ‘active—duty status; if the Agency planned to use the
‘man in an overseas assignment, he would be assigned to a one-year
tour of duty with a military component overseas. This option feature
was a part of the original basic agreement with the Army -- as it was
with the other three services -- and the determination of the option
was to Ee made by the Agency. In August 1953, on the recommenda- _
tion of I Chief of the JOTP, the option feature was eliminated
from all four of the military agreements, and all JOT-OCS trainees
were assigned to troop or ship duty before returning to the Agency.

In either event -- whether the trainee returned to the Agency
at the completion of OCS or at the completion of a tour of duty abroad
-- he was re-entered into the JOT program for whatever formal and
on-the-job training was required at the time of his return. He then
remained on active-duty status, as signed to the Agency, until the
expiration of his required period of military servicﬂe, and then converted

to civilian status as a staff employee of the Agency.

-23-
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The OCS training procedures in the Navy, Air Force, and
Marine Corps followed the same general pattern as those of the Army. -
The Navy OCS trainees reported directly to the OCS at Newport, Rhode
Island, After they finished the course, the Agency had the same gen-
" eral assig‘nment option described aBove; the Navy's requirement for
preparétion for Agency service overseas was one year of sea duty.
Air Fo‘rc,é trainees reported to Lackland Air Force Base at San Antonio,
Texas, for both basic training and OCS. The overseas preparation
requirement was also one year of service abroad, but the Air Force
offered additional opt.ions; Agency-sponsored OCS graduates could be
sent to the Army Language School at Monterey, California, or to one
or a'nothér of the Air Force special schools, including the Strategic
'Intelligence School. Marine Corps OCS trainees were sent to Quantico,
Virginia, for ten weeks of basic training after which they were com-~
missioned and given a 22-week Basic Officers’ Course.. Although the
Agency's agreement with the Marine Corps included the ‘Option clause,
the Corps strongly rec,:ommended that all Agency-sponsored Marine
officers serve a year of active duty with the Corps; otherwise, they

could not properly represent themselves as Marine Corps Officers.

S -24- ‘
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In addition to the clause in the basic Army Agreement per-
mitting optional asgignment after OCS,. there was va‘, clause permitting
the Agency to request a wa,iver for any JOT-OCS trainee who, during
the basic training Iﬁeriod, developed a physica} conditioﬁ that would dis~
qua.iify him‘ for OCS but was not serious enough to disqualify him for
enlisted servfic;e. The waiver wéuld permit the man to enter OCS and
return to the Age'ncy for the compl.etion of his military service. 17/

4. Problems

a. The Quotas. The original agreements with the military
services established a quota of 180 positions that coﬁld be used by the
Agency for the JOT-OCS program -- 50 Army, 65 Air Force, 55 Navy,
and 10 Marine Corps. For some unexplained reason, perhaps clerical
" error, the Chief of the Militafy. Personnel Division of the Personnel
Office informed the bTR in a 21 August 1951 memorandum that the |
total quota was 150 positions -- 57 Army, 50 Air Force, 36 Navy, and
' 7 Marine Corps -- and éssigned individual quotas based on those fig-
ures to the operating offices throughout the Agency. 18/ Baird recog-
nized the erro.r but accepted the figures because correction of it would

mean a revision of the quotas already assigned to the various Agency

‘ -25« o
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offices and alsé because at the time it was obvious that the actual
intake of JOT-OCS trainees would fall far below the total 150 figure.
19/ I—Iis.s.ecor;d reason foreshadowed the course of future events.
More than a year 1éter, in October 1952, only 18 of the
57 Army, 14 of‘ the 50 Air Force, .15 of the 36 Navy, and 3 of the 7
Marine Corps posiﬁons had been filled, a total of 50 of the 150 avail-
able slots. 20/ Actually, these figures did not indicate a recruiting
shortfall, The OCS programs and the subsequent time on active duty
coVei'ed a period of about three years; if recruiting had continued at
the rate indicated by the October 1952 figures and there had been no
tréinee attrition, the quotas would have been filled by the end of 1954,
Recruiting did not continue at the same rate, however, and there was
some attrition. In February 1953 there were 12 JOT-OCS trainees
who hé,d returned to the Agency after the military phase of their train-
" ing and 43 who were at some point within the military phases -- a total
of 55 in the overall program. 21/ In Aprilll954, more than a year
later, th‘e total was still_the same, 22/ and it remained at that approxi-

mate level thereafter,

. -26-
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The failure of the JOT-OCS program to achieve and
maintain a full-quota level is explained by two conditions. First, the |
prograi’n was initiated soon after the Korean War began; and in the hot-
| war climate at thé tirﬁe, it appeared that it would be both in great
demand by az'aft- eligible young men and of great benefit to the Agency.
The démand never actually developed. Sécond, the rate of attrition in
the JOT-OCS program was greater than had been anticipated. Some
. students dropped out during the OCS phase, some elected to remain in
i:he.military services and not return to the Agency, and some resigned
from the Agency at the completion of the required service period.
From the begihning of the program in 1951 to the end of 1959, for
example, 152 young men -- about 30 percent of all of the males

recruited for the JOT program -- had been entered into the JOT-0CS
agreements., Of these 152 JOT-OCS trainees, 69 had either dropped
out, stayed in the military service, or resigned from the Agency. _2_3/
The rate of attrition was very high, and the input to the program was
not keeping pace. In calendar year 1958, for exarnple, 6n1y 14 trainees

entered the program and in 1959 only nine. 24/

. v “27-
Approved For Release 2001/07/12 ;. ??;I;?DP90-0070,8R000300100001-5
' ' L 4

S

s i!w,b



CRET

o L
Approved For Release 2001/07/12 : CIA-RDP90-00708R000300100001-5

b. The 1956 IG Report. The high rate of attrition in the

JOT-OCS program had become a matter of concern to the Agency as
early as 1955, During.. the latter part of that year, the CIIA Inspector
‘General conducted a sufvey of the JOT program; and in his report,
releasea in February 1956, he recommend‘ed.that the OCS phase of the’
program be terminated -- giving the attrition rate as his major reason
for the recommendation. 25/ :Iin March 1956 the DDS proposed to the
DCI that action on the IG's recommendation be deferred for one year,
and the DCI approved. 26/

In December 1956 the DDS asked Baird* for his comments
on the IG's proposal. In Aplril. 1957 Baird replied. 28/ He admitted
that the attrition rate had been high -- of the total of 70 JOT-0OCS
trainees up to that date, only 36 were still With the Agency, an attri-
.tion rate of 48,6 percent - but insisted that the program had advan-
ta.ges‘il:hat more than offset the one disadvantage; and he described

- those advantages in detail. He recommended continuation of the

* Baird retained his military rank u_nt11 22 June 1953, when he reverted
‘to civilian status. 27/

-28- ‘
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JOT-OCS program. On 5 April the DDS approved the DTR's recom-
mendation; on 10 April General Charles P. Cabell, then Acting DCI,
approved it; and thereafter the program continued. 29/ ‘

c. Changes in Agreements. Through the 1951-66 period

alterations were proposed, and maﬁy made, in the OCS agreements
with the military services. Most of these had little direct bearing on
the management and c;mduct of the JOT-OCS program, but all of them -
posed .pr'oblems. Some of the minor changes have been noted above --
the termination of the "option" clause in the agreements and the lifting
of the ROTC restriction, for ekample. There were,‘ however, a few
changes that were of some importance and warrant mention here.

| In 1955 the Navf informed the Agency that the salaries
.and other costs of maintaining the JOT-OCS trainees during the
required year of sea duty'would. have to be paid by the Agency. Dulles,
then the DCI, objected strongly to this, and there was no compromise;
the Navy agreement was telfminated. 30/ Before the end of 1959, the
Army OCS agreement was abandoned because virtually none of the JOT-

OCS trainees could be persuaded to elect the Army OCS program. * 31/

* In September 1966, a new agreement with the Army was negotiated,
and the Army OCS program was resumed.

: -29-
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The Army agreement on ROTC, negotiated in 1957, continued in force,
however. Early in 1962 the Air Force decided to send the Agency
traiﬁees to their Officer Training School (OTS) instead of their OCS.
32/ The change did not affect the procedures involved in the program,
but it created a paper-work problem.

5. Conclusions. The military services agreements and the pro-

grams that were developed to implement them never did, perhaps,
come up to what was expected of them. The paper work, the coordina-
- tion, and the éctual fnanagement of the programs created a major and
continuing demand for the expenditure of personnel time and effort;
and, quantitatively, the end product was slight in terms of the intake
of permanent céreer intelligence officers for the Agency. Perhaps the
best justification for the .TOT-.OCS program -- a justification that was
as valid at the end of 1965 as it was in 1957 -- is that presented by
Baird in his 1 April 1957 memorandum recommending that the pro-
gram not be terminated 33/:

Through this program the Agency is able to recruit many
able employees who otherwise would not be attracted to CIA.

Those who remain with us after completing active duty are
of very high quality and represent a substantial gain to the
Agency,

-30- :
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All do valuable work while with the Agency, and those who
remain are well prepared, through training and work experi-
ence, to carry on in responsible assignments.

Experience in the Program will motivate some who leave
either to continue their education or to try other work, to
return later to CIA.

"All participants develop a good cover status which can be
extremely useful in subsequent activities.

Those who leave us constitute an informed ""Alumni Associa-
tion'" which may be of very considerable potential value to the
Agency.

D. . The Elite Corps Concept

Any historical account of the origin and development of the JOT '
.pfo_gram would be remiss if it failed to describe, in at least some
‘measure, the unhappy eﬁlergence of the '"elite corps'' concept ~- if
concept it was -~ .and the oftentimes troublesome consequence of that

emergence. Other Agency historians havei discussed it, some in a
veritable orgy of scholarly footnoting 34/ and in an earlier historiéal
paper the present writer dismissed it with a curt footnote: ''The origin’
of the term 'elite corps', as.applied to the OTR Junior Officer Train-
ing Program, hasl been a _subject for extensive and interesting, but
‘unp'roductive, controversy.' 35/ Neither the writers of the scholarly

dissection nor the writer of the curt dismissal, however, had access

o -31-
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"to all the sources at the time of writing -- or, rather, to the one most
illuminating source, the recollections of Baird. Subsequently, Baird's
recall of the circumstances surrounding the emergence of the elite
corps concept bec'a._xne‘availablle; the following account is a collation of
Baird's written recollections and the evidence furnished by the relevant
documents.

The first documentary mention of the elite corps -~ the one that
started ali the trouble -- appeared in Appendix I (eye) of Baird's
3 July 1951 .staff study proposing the establishment of a career éorps

in the Agency. 36/ The title of Appendix I is Identification of Career

Corps: Career Management Program, The first sentence under the

title is "In this study of career or career management development
there is carried forward the conception of a limited and elite group
‘implied in General Smith's letter to the Honorable John Mc.Cloy',

17 March 1951." In the Introduction section of the staff study, that

part of Smith's letter containing the "implication'' is quoted:

I am trying to build up a corps of well qualified men here
who are interested in making a career with the Central
Intelligence Agency. To effect this, I recently established
a training section which functions -- as much as I dislike
the term -- as a sort of career management office.

_ -32-
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Obviously, the quotation is given to establish the fact that a career
corps pr‘ogram was Smith's idea and desire. Equally obviously, it is
difficu.lt. to find in Smith's Wofds ‘any implication of an elite corps con-
cept.

This, at least, was the conclusion reached by the chiefs of all the
CIA Offices and Area; Divisions after the staff stud}.r was sent to them
on 7 August 1951 with a requestlfor their written comments. 37/ On
13 September the DTR sent to the DCI a summary of the written com-
ments submitt‘ed by the Office and Area Division chiefs; there was dis-
agreement ''in some quarters, ' support for basic principles in others,
and '""general approval'' of OTR's recruitment and training plans and
career management proposals; there was, however, '"unanimous dis-
approval'' of the "elite corps'' concept. 38/ On 17 September, the
career corps proposal was ciiscussed at the DCI's staff conference,
and the DCI concluded the discussion by vetoing thg elite corps aspect
of the plan. 39/

Thus the elite corps concept died in conference. Its ghost, how-
ever, continued to inhabit the halls of the Agency and haunt the Office
of Training. Any criticism, no matter how inconsequential, of the

JOT prograrri or of anyone connected with it was sure to include
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refei‘ence' to the elite corps concept, and gradually the phrase "elite

corps' acquired the connotations of snobbism and'preferential treat-

-ment. *

So much for what the documentary evidence -- or part of it --

reveals about the emergence and official demise of the elite corps con-

cept. As usual, however, the documentary evidence does not tell the

whole story -- and, of course, there were bits and pieces of documen-

tary evidence that were ignored when Baird was branded with the stigma

of having originated the elite corps concept a_nd, by implication, attri-
buting its origin to Smith., With the aid of Baird's recollections, the
introduction of additioné,l documentary evidence, and some judicious
spequlation, ik perhaps the whole story can be told.

Baird recalls that during those early, unrecorded conversations

with Smith about developing a corps of professional intelligence officers,

Smith frequently used the '"elite corps'' term and even used the German

* As late as March 1971, the ghost was summoned to bolster an official
request that the CT (formerly JOT) program be '"'re-examined.'" The
document says that "the danger of elitism, always present in the CT
program, has been considerably heightened. . . Many CT's expect
quick advancement and good assignments simply because 'they are
superior. ' 40/

*k The speculation is that of the writer of this history -- not Baird's."
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General Staff concept as an analogy. Against this background there

was, indeed, in the General's letter to Mr. McCloy an elite corps

~ implication. The Office and Area Division chiefs did not, of course,

have thié background; and when t‘hey unanimously objected to the elite
corps idea -~ attributing it to Baird, at that time an inexperienced
upstart in the intelligence business -- Smith apparently found it politic
to agree with them without revealing his own part in the origin of the
idea. In all justice to Smith, it should be remembered that he was
relatively new on the job, most of his Office and Area Division chiefs
were old hands well established in the organization, and h.e‘ had to
depend upon their support. Permitting Baird to carry the elite corps
onus on his back was, perhaps, a justifiable compromise with his
conscience,

One factor éhat was, oddly, ignored in assigning the elite corps
stigma to the J'OT program wasg Baird's documenﬁary exclusion of the
JOT phase of the career corps program from elite corps status. His
basic proposal was that there would be two separate phases in the
overall program: the Professional Trainee (JOT) phase in which pro-
mising yoﬁng people wox_lld be selected and trained for employment in

the Agency, and the Career Corps phase in which Agency employees

: ' -35-
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who had been on duty fc?r at least two years would be selected and iden-
tified as career corps members, The proposal made it quite clear
that the JOT's woulci not be eligible for career corps status until after
they had completea the training program and had been on duty for at
‘1eas‘t two yeé,:rs. ‘Thus, if the career corps was to be the elite corps
the JOT_"/s could not possibly be among the initial elite. In fact Baird
made this quite clear in his 3 July 1951 proposal. In his discussion of
the basic training of professional trainees he stated that ''before train-
ees enter on duty, the.y' will have been clearly informed that they are
not an elite corps, and that gheir future in the Agency depends on their
performance." 41/ Earlier in the staff study, in his proposal of the
use of University Contacts in the recruitment of the professional train-

ees, Baird states that "at no time will the contact give the applicant

the impression that he is being selected as a member of an elite corps,

but rather that he will be given an opportunity to prove by his own per-

formance that he is entitled to training and opportunity for advance-

ment. ' 42/ The JOT program, then, acquired the elite corps stigma

% The underlining appears in the text of the staff study.

-36-
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‘ ih spite of the fact tﬁat the program was spec?’.fically and firmly
excluded from elite corps status. It is not difficult to assume that it
was a case of guilt by association.

It is difficult, however, to understand the immediate and unani-
mous rejection of the elite corps phrase by the Office and Area Divi-
s:ion chiefs. After all, the difference between 'elite cérps” and
Ncareer corps'' is only one of semantics. Perhaps the explanation --
and th;: historical value of what may seem to be a somewhat lengthy
digression -- lies in the fact that in July 1951 there was already a
thriving elite c_:orpé in the Agency, and most of the Office and Area
Division chiefs were either members of it or aspired to become at
least ass.ociate members of it. Baird's -- or Smith's -- proposal of
an elite corps notonly threatened the organizational integrity of the
existing elite corps but also -- and, perhaps, worse -- displayed a
lack of understanding that‘ an elite corps existed.

The elite-corps-in-being had no n#mg, of course, no tangible
charter, aﬁd ﬁo visible badge of membership; but it did exist, its mem-
bers were known to each other, é.nd it had a well dgveloped mutual pro;-
tective system. It was refe‘rred to by non-members -- often with ill

disguised envy -- as the '"OSS Alumni Associétion, " the "DDP Club, "

~ : -37-
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or the "Alpha Chapter of Omega Sigma Sigma.'" Again, lest injustice
be done by implication, it should be remembered that this group really
was ''elite' in many respects, and there was good reason for its exist-

ence. The members were professional intelligence officers who had

survived, sometimes literally, trial by fire; and they were engaged in

an esoteric business the success of which, they were convinced,
depended upon tight coi’npartmentation. Certainly it was not their pride,
their privacy, or their privileges that they wanted to protect but the

standards of their profession. They may have felt that a second, but

~officially recognized, elite corps in the Agency would threaten those

standards.,

One might infer from this discussion so far that the elite corps
labél served as a whip or a goad that could be handily used against the
JOT program and that Baird and the JOT staff were entirely innocent
of any inciination toward the creation of an elite group. The actual
JOT program procedures, however, suggested that the JOT's were,
in fact, _co.nsidered a bit above the level of common men. For example,
after 1953 when the JOT's began to EOD in groups rather than singly,
the first group exercise was an assembly at which the students were

addressed not only by the DTR and the chief of the JOT program but

‘ ' -38-
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also by the DCI or the DDCI and often the Inspector General. Other
young professionals entering on duty with the Agency might meet
briefly with the chief of the Office, .Staff, or Area Division in which
they would work, but they seldom met or saw any‘offici'al at a higher
level. Throughout the JOT program, particularly at the end of the
: individ\}al training courses, very senior Agency officials would address
the groups or mingle with the members during a social hour. Non-
JOT professionals in training courses didn't get this treatment until
théy reached the mid-career or senior level of training, JOT program
critics whq wanted to use the elite corps label as a whip or a goad, then,
‘had no difficulty in making it relevant to £he program. The VIP treat-
ment of the JOT's at the EOD stage was discontinued in the mid-60's,
but ehd-of- course "'graduation addresses' by senior Agency officia;ls
- continued,

" In conclusion perhaps it should be suggested that the JOT's may
have been, in fac:f, members of an elite corps. They were selected .
on the basis of the highes_t standards; their training was rigorous and

demanded a high level of performance; and their performance after

_ -39-
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training, the true test of quality, was almost uniformly outstanding.
‘These are things that are discussed later in this history. Perhaps

' judgment of the validity of the lglite corps concept' should be deferred.

. -40-
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II. Recruiting and Selection

Although the recruiting of candidates for the ‘JOT program was, by
regula.tidn, a joint responsibility of the Office of Personnel (O/Pers)
and the Office of Training and the actual selection of the JOT's was
solely the responsibility of OTR, the two processes cannot logically be
treated as separate activities. Recruitiﬁg was done with definite selec-
tion standards as guides; and applying these standards, the recruiters
actually participated in the early stages of the selection process. The
twé activitiﬁes, therefore, are discussed together here. The discussion
covers first the. basic patﬁerns of recruitment and selection criteria
established in the DTR's 3V_July 1951 staff study; then the operational
recruiting procedures and the application of the selection criteria are
described; recruiting problems are identified; th.'e emergence of the
- JOT "internals' program is discussed; and finally the.po.si';-recruiting
selection and processing'phases up to the point of entering on duty are
described.

A, The Original Patterns

1. The Selection Criteria. In the opening sentence of the '""Dis-

" cussion' section of his 1951 staff study, the DTR said, '""Our problem

is to select able and versatile young people who will fit into several

w41~
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- offices of the Agency, and to construct a program of training and rota-
tion thaﬁ will develop their.capabilities to the utmost.'" The specific
accomplishments aﬂd ;haracteristics of an "able and versatile'' young
person are then identified:

A bachelor's degree from a good institution, with very high
standing (from upper 1/4 to 1/10 of class depending on insti-
tution and other factors -- a mediocre undergraduate record
will be disregarded only if the student has subsequently shown
brilliance in graduate school, in the services, or in other
fields); skill in a language of immediate utility, or proven
language learning facility, demonstrated by successful study
of two languages, or study of one beyond the elementary level;
evidence of leadership and breadth shown by participation in
non-academic pursuits; good personality, especially tact;
sound health and morals; previous military service, or will-
ingness to enter service at our direction: soundly motivated
‘desire to make a career of CIA; willingness to accept ano-
nymity. In the case of an unusually well-qualified person,
exception may be made to these requirements.

The DTR also specified a few '"'negative criteria'’: people
with poor academic records, people with excellent academic records
but nothiﬁg else, people with physical defects serious enough to dis-
qualify them for "overt" work, people with more than minor emotional
troubles, people with a record of failure in language study, people
unwilling t.c.) serve overseas, and people with "unsm:md motivation., "
The DTR pointed out that the Agency would probably continue to hire

people with these negative qualities, and -- although they would be

-42-
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exciuded from the Professional Trainee program -- they might
e\:/entually prove their worth and be selected for the 'career corps'
‘program.

These, then, were the criteria originally es'tabli‘shed for the
Professional Trainée program. As noted earlier in this paper, the
criteria established in the 3 July 1951 staff study differ in some ways
from those outlirie_d .by the DTR iﬁ his 30 November 1950 memorandum
. containing a: proposal of the functi.ons of the DTR. 43/ In referring to
the selection of candidates for the program, that propésal recommended
-that. cgndidates should be selected '"in most cases not later than the.
sophomore year.'" That concept of mid-college selection was submit=
ted to the.Agency's General Couhsel in February 1951 for exploration.
44/ The General Counsel explored and discovered that Public Law 110
.contained restrictions on the expenditure of government funds for exter-
nal training of the kind called for by the proposal. The 3 July study,
consequently, set the earliest time of selection as the acquisition of
the bachelor's degree.

In addition to the general criteria to be apﬂplied to individual
recruits, the staff study provided criteria for the composition of the

trainee group. The DTR stated that in any group of 100 trainees there

S -43- -
Approved For Release 2001/07/12 : %/p.ﬁggn, 0708R000300100001-5
: LUNE



AR _ .
Approved For Release 2001/07/12 :§:€|'AQ'\}3£9-E-00708R000300100001-5

should be 38»“college graduates'' -- presumably people with bachelor's
degrees bﬁt with no work exﬁerience; five engineers with some experi-
ence in production; seven LIL.B.'s, preferably with undergraduate
majors in social sciénc‘es, area studies, or international relatio‘ns; and
50 Ph.D.'s or gradt.w.te students who have novt completed the Ph.D. but

~ have had training and experience in research. The DTR made it clear
that his figures were intended only as a guide to recruitment, thata
well-éualified person should not be excluded beéause a specific category
was filled, and that a second-rater should not be recruited just to fill a
.slotL

2. Recruiting Sources and Methods. The original concept of the

recruitiﬁg phase of the professional trainee program was based on the
"University Countacts' plan. Briefly, this was a plg,n to establish in 50
universities and colleges throughout the country a CIA ''contact,' a
senior member of the faculty or administration who would act as a
"spotter' for the Agency and would identify young men and women who
had the qualifications for the program. In the universities there were

to be two of these contacts, one at the college level and one at the

‘ _ -44 -
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graduate-school level. The DTR proposed that each contact be paid
$25 a day for ten days each year ''so that he will give more than casual
attention to the problem. ' 45/

.An attachment to the staff study listed thé 50 colleges and
universities that the DTR identified as the most promising sources.,
The list was divided into four categories: Universities, Technical
Schools, Liberal Arts Colleges, and Women's Colleges. Of the total
50 .ingtitutions, 29 were on the Eastern seaboard, six were in the west-
coast area, aﬁd 15 were in the mid-west. This apparent imbalance in
the geographic location of sources later became grounds for accusa-
tions that the JOT program was‘overloaded with "ivy leaguers, ' a
subject that will be covered later in this history.

| The general recruiting procedures outlined in the staff study
bega‘n with the Univérsity Contact who -- after being selected, cleared,
and brought to Washington to be briefed on the program -- would iden-
tify potential candidétes during their junior year, 'would guide them
into senior-year studies that would enhance their value to the Agency,
and.at the end of theii‘ senior year would turn them over to the Agency's

Personnel Recruitment Officer. The Agency recruiter would then take

-45-
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Both of these questipnable areas were clarified later, of
course, but at this point it is.of interest to suggest the reasons for the
ambiguities. In July 1951 it was the DTR's understanding that OTR
would run the professional trainee program -- as directed by Smith --
‘and llthat O/Isers would assist and cooperate. It was logical, then, for
the DTR‘ to assume that OTR would establish and manage the contacts
system, and he felt that there was no need to specify that in his pro-
posal. As far as the role of the professional recruiters of O/Pers was
concerned, there weré only seven of them in the field at the time, and
obviously there were too few to take any major part in such a broadly.
based recruiting and selection activity., The DTR's assumptions were
not without foundation, as was later demonstrated by the development
of problems in the function of both the contacts system and the pro-
fessional recruiters' activities.

Althoﬁgh the University Contacts system was the basic ele-
ment in t;he original plan for recruiting profe.ssional trainees, the DTR
defined two additional sources of cand‘idates. One of these was the
separation centers of the Armed Forces. Contacts would be established
in these centers, and the personnel files of about-to—be-separaﬁed mili-

tary personnel who met the Agency's criteria for the program would be

47 -
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. subrﬁitted to tﬁe Agency for screening. 'i"he second additional source
was identified as "young men and women turned up by the normal activ-
ities of Personnel Procurement," This referred, of course, to candi-
dates that the professional recruiters might recruit without the aid of
the Unive;‘sity Contéct. The first of theée two additional sources later
pfoved to be generally unproducti&e; after the end of the Korean War,
the separation centers had little to offer in the way of qualified candi-
dates. The second of the two, however, turned out to be the one major
sour.ce of candidates.

Despite the fact that some of the DTR's original concepts of
selection criteria and recruiting sources and methods did not develop
accordiﬁg to plan, they did establish basic patterns that stood the test
of time. The following sections of this paper trace the development
of these patterns and the adaptations of them that created a viable sys-
tem for the recrﬁiting, selection, training, and placement of outstand-
ing young men and women through the JOT program.

B. Recruiting Procedures

1. The Selection Criteria Applied. With the launching of the

professional trainee program in July 1951, a formal summary state-

ment of the selection criteria was established, and thereafter there

-48
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. was littl'e‘variation. In 1956,for example, the Agency Inspector
General wrote, "The JOT Program is designed to locate and acquire
young men and women of exceptional talents who have the potential for
a successful career in the intelligence field" 46/ -- not much different.
from the DTR's J;lly 1é51 statement: ''to select, recruit, and train
young men and women of great promise. . ." Inan article published
in an OTR Bulletin early in 1967 the statement appeared as ''a primary
means of selecting and developing well-qualified [sic] young men and
women interested in making carcers in intelligence.' 47/

Such general statements, of course, did not provide the sole
gﬁidance in the application of criteria in the recruiting process. The

real guidance came through constant informal coordination among the

professional recruiters, the University Consultants -- as the '"contacts’

came to be called -- and the members of the JOT Program staff; and
the most effective guidance came from experience in recruiting for

the program, An example of the informal guidance that came from the
JOT staff is provided by an excerpt from a letter that |Jjjjjjjij Crief of
the JOTP, wrote to a professional recruiter in 195“3 specifying the kind

of candidate that should be chosen 48/:
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A guy with brains which he has done a good job of cultivating;
a loyal American who believes that being an American is
worth doing something about and worth fighting for; to whom
earning a big supply of the almighty dollar is not the main
objective of his life; who can take it and if necessary hand it
out (not so much physically as mentally and by example);
who is stable, manly, hard working, and realistic, all to a
reasonable degree.

The experiential ‘faetor.in the application of the selection
criteria is exempiified by an excerpt from a Februai'y 1961 memoran-
dum.written by the Chief of the Personnel Operations Division of
O/Pers to the Director of Personnel in response to a request for a
summary of the problems of recruiting for the JOT program 49/:

In selecting candidates to be recommended for JOTP, we
have recruited the types of people which eight years' expe-
rience has shown are acceptable to the G/JOTP and his staff.
Emphasis has been on the graduate student with what C/JOTP
calls "built-in competence, ' especially language and area
knowledge. We have looked for an excellent academic record,
an interest in foreign affairs, a strong personality, and some
aptitude for DD/P. We have expected him to be reasonably
polished in manners, speech, and attitudes without requiring
a rigid conformity to pattern.

The reference to built-in competence, especially in language
and area knowledge, reflects an increased emphasis on language com-
petence initiated by thelchief of the JOT progfam in 1958, 50/ This
emphasis was sustained and increased thereafter, and by the end of

1965 the pattern of language competence among JOT's had changed

-50-
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somewhat. In December 1965 the DTR reported to the DDS that the
CT* staff had made a study of foreign language proficiency of JOT/
CT's enrolled during the period from January 1960 Fthrough October
1965 and fqund that the number of students with no foreign language
éapa'llsility had decreased from 23 percent of each group entered on duty
to 13 percent; and in the four groups entered on duty from 1 January
1965 through October, i:he highest number of language non-competents
was 5 percent and the lowest 3 percent. _5___1_/ At this time there was, -
understandably, specié,l emphasis on competence in the Chinese lan-
guages, and the CT staff's study showed that of all of the JOT/CT's
who had entered the program since 1960, 41 had had Chinese language
competence, and 35 of them were still on duty with the Agency at the
end of 1965. 52/

2. Development of Sources. The list of 50 colleges and uni-

versities identified by the DTR in his 1951 staff study did not have a
limiting effect on the recruiting activity. Many of the institutions on

the list were not exploited, either because no '"contact'" was established

* The official name of the JOT program was changed to the Carecer
Training Program in April of 1965. The reasons for the change are
given later in this history.
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in them or because there weren't enough professional recruiters in the

field to exploit them. As the recruiting developed, colleges and uni-
versities not on the original list became sources of candidates. At
the end of 1959, the JOT staff made a statistical study of recruitment
from 1951 éhrough 1959; the study shows that the 579 JOT's who had
been recruited during the-period had come from 163 different colleges
and universities, four of them in foreign countries. 53/

A separate study, made at about the same time by the OTR

Plans and Policy Staff, shows that the major geographical sources of

JOT's recruited throughout the 1951-60 period were Massachusetts

with 62 JOT's, Connecticut with 40, New Jersey with 27, Pennsylvania

with 26, New York with 25, Wisconsin with 25, and California with 24.

54/ This study also points out that of all of the JOT's recruited in

1959, 25 percent came from "ivy-league' institutions, 10 percent from

"quasi-ivy-league'' institutions (Amherst, Williams, Radcliffe, and
Smith), 41 percent from other private institutions, and 24 percent
from state colleges and universities. Undoubtedly this breakdown by

ivy-league and non-ivy-league schools reflects the then-continuing

‘controversy over ivy league domination in the JOT program.

-52-.
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The existence of this controversy was first noted officially in
an IG survey of the program made in 1956. 55/ The report of the sur-
vey says that ""there has beena tendency to place more emphasis on
recruiting in Eastern uniyersities than those in other parts of the
country. This may be ettributed in part to the convenience of these
\;niversities in a relatively small area, and a higher ratio of success
in recruitment.' The report then wex;lt on to recommend that greater
effort should be made to recruit in the far-west and mid-west areas.
The statistics cited ebove indicate that a greater effort was made
between 1956 and 1960, but apparently the effort was not great enough
to satisfy the IG. In ;; 1960 report the IG again mentioned the ivy-
league dominance and again recommended that it be corrected. 56/

B c/50TP, felt that the 1960 criticism was not justi- 25X1A
fied. He pointed out that in the then-current class the "ivy-leaguers"
amounted to only 20 percent and that the IG ''neglects to state that of
576 JOT's recruited since the beginning of the program 165 different
institutions are represented.’ He also stated that if the number of ivy

leaguers was, proportionately, a bit high there were reasons: there
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were more recruiters in the ivy-league area and ''there is greater
interest in interné.tional afféirs on the Eastern seaboard than in other
regions. ' 57/

In addition to the major source of JOT candidates, the colleges
_a.n‘d universities of the country, theré- were minor sources -- ""walk-
ins, " “referencés, " and. (after October of 19565 "internals." The third
category, internals, is.bdiscussed in some detail later in this history.
The walk-ins were people WhOI had becomé aware of the JOT p;'ogram
by word-of-mouth or through the overt publicity on the program, %
They went to the personnel procurement office of the Agency in the
Washington area, were interviewed by personnel officers, and -- if
the interviewers félt that they were qualified -- applied for admission
to tﬁe program. There appears to be no record of how many such appli-
cants actually entered the JOT program, but certainly a few of them

did, and many who were not accepted for the program were placed in

other positions in the Agency.

* The writer of this history, who taught at the college and university
level in the mid-west for more than 20 years, feels impelled to
point out that this second V'reason' was a parochial assumption
unsupported by the facts.

*% See below, p, 71.
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" The so-called '"references' were young men and women who
were recommended by Agency employees or by non-Agency govern-
ment officials who were aware of j:he program. The O/Pers recruiting
component encouraged this reference activity and found it useful in
developing leads to well qualified candidates. This source, however,
was not without its perils. Tk\le.re were occasions when the JOT staff
found thlat a young person recommended by a very senior Agency official
did not meet the qualifications; in such cases, the staff always rejected
the canaidate and risked the displeasure of his sponsor. There were
also occasions when the sponsor was a non-Agency government official

whose displeasure might damage the Agency itself. For example, in 25X1A

carty 1965, [
was secommended oy |G 251

was invited to come in for interviews and met with representatives of

the Office of Current Intelligence, the Covert Action Staff, and -- of

course -- the JOT staff. In reporting the result of these interviews, 25X1A
the JOT staff stated that _ egotistical attitude during the

. . . o . 25X1A
interviews unfortunately convinced his interviewers that he was not

suitable for Agency employment.' 58/ Soon after the interviews-

was turned down by the Office of Security. In spite of a probing
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'telephone call from_ to the DDCI, it was decided25X1A

to rejéct-A security officer then talked with him personally ancb5x1A

persuaded him to withdraw his application. There is nothing in the

- 25X1A
records to indicate that _ displeasure ever o

damaged the Agency's cause.

A promising supplemental source of JOT recruits was devel-
P *nE SUPP 25X1A

1A

At that time, the Agency was looking for Chinese language competence,

and [ Looked for this factor particularly in screening the files.

As it turned out, he found very little Chinese language capability and

very few of the_applicants who were qualified for the

JOT program. 59/

3. The University Consultants. By 1953 the "University Con-
tacts' proposed in the DTR's July 1951 staff study as in-residence
"gpotters' for the Agency JOT recruitment effort were being generally
referred to as the Uni\}ersity Consultants, a term that was officially
used thereafter. As noted earlier,' the DTR visualized the consultants

as the major instrument of candidate recruitment and proposed that 50

56-
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of them be identified in the major colleges and universities, cleared,
briefed, and activated. The concept was sound, certainly, but the
application of it was difficult, the size of the group never reached the
target of 50, the actual effectiveness of the consultants is questionable,
and the program was terminated in a somewhat ignominious fashion.

| Soon after the DTR's prOposal for the establishment of a career
| corps in the Agency was approved by the DCI-~- with, of course, the
deletion of the elite corps concept.-- the DTR and the Assistant Direc-
tor for Personnel, at that time Davison, got together to work out the
ground rules for establishing and managing the university contacts
program. They reached mutual agreement on the mission, organiza-
tion, and administrative details of the program, and their plan was
approved by the DCI on 22 October 1951. 60/ According to the DCl's
document of approval, 'the Director of Training [has] joint responsi-
bility with Assistant Director (Personnel) for the selection of those
persons who are to become members of the consultant contact staff."
61/ The "joint responsibility' phrase preserved the ambiguity in the

proposals of November 1950 and July 1951, *

* See above, p. 9.

57~
Approved For Release 2001/07/12 : CIA-RDP90-00708R000300100001-5
' A
(LR R



>
©
T .
=
o}
<
o
Q
m
o
=
Pl
o
3
o
(713
®
N
o
o
-
—
o
N
o
-
N
]I>
A
Q
U
©
)t
o
o
N
o
=]
A
o
o
o
w
o
o
-
o
o
o
o
-
)

By mid-summer of 1952, almost a year after the consultant

program had been approved, only one university contact had been selec-

" ted, cleared, and activated -- a Dean at an Eastern university; but by

mid-Asunvlmer of 1953, 18 had been fully cleared and 24 more were in

the appéintment machinery. 62/ By the end of 1953, apparently, 19 of
tvhe'24 in process had been clea‘red; on 15 January 1954, the DTR
reported that there were 37 '""University Consultant Contacts' established
and said that 'it is planned to increase this number to about 70." 63/
Two years later, at the end of 195.5, the total number of consultants

had grown very little. In February 1956 the IG's report referred to the

' "spotter system' and said that "about 40" consultants constituted the

system. The report then added this comment: '"The spotter system has
had little success and the Professional Recruiters of O/Pers have
accounted for most of the accepted candidates. ' 64/ The IG did not

recommend the elimination of the university consultant system, how-

ever, and it continued at about the same level thereafter. In a 1960

IG survey report, for example, it is stated that the JOT recruitment
was done by '"seven field recruiters working fhrough 34 consultants in
leading colleges and universities." 65/ This time there was no refer-

ence to the degree of success of the system.

. . -58-
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" The established procedure devised to keep the university con-
sultants aware of developments and requirements in the JOT program
was to invite them to Washington for a three-day briefing once each
year. The Agency paid all expenses and paid those who came the stipu-
lated daily consultant’'s fee while they were in Washington and en route.
The Washington meetings were arranged and conducted by the person-
nel procurement component of O/Pers, and OTR participated in the
briefing brograms. It was not possible, of course, for all of the con-
sultants to be available for any one of the Washington meetings, and
usually about half of them attended. In March 1958, for example, the
C/JOTP reported that "'18 University Consultants; who'act as spotters
for JOT candidates, were gi‘ven. the usual annual briefing on the Pro-
gram.' 66/

The particular briefing referred to in the report covered three
days, during which the group was addressed by the DCI, the DDCI, the
IG, the DDS, the ADDS, the DTR, the DPers, and senior Clandestine
Services officers from the FI, ClLand PP Staffs -- in addition, of

course, to the chief of the JOT program and the OTR school chiefs.

: -59-
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25X1A
- A part of the three-day program was a day and a night spent _
25X1A
_Where the consultants were given a comprehensive briefing on
- :
the clandestine training given there. 67/
- Undoubtedly there was some justification.for the IG's 1956
attribution of ''little success'' to the university consultants program.
- It waé not as productive as it was intended to be, largely because few
- of the consultants really workea at the ""spotting' job; their other duties,
naturally, had priority, and most of them were very busy people. Both
- :
OTR and O/Pers, however, felt that the system was productive enough
- to warrant continuation; and it remained in operation throughout the
| 1951-66 period.* Although the demise of the system took place outside
the time-span of this history, it should be noted briefly here.
- What turned out to be the last Washington meeting of the Uni-
» versity Associates -- as the university consultants were sometimes
called -~ took place on 13, 14, and 15 November 1967. There were
- : 25 in the group, many of them newly appointed consultants, This
o

* A retrospective evaluation of the university consultants program is

25X1A provided by > paper completed in the spring of 1971,
The Evolution of the Junior Officer Training Program, 1951 - 1963,

25X1A In that pape I =y that "'in actual practice, it produced
relatively few men or women who became career employees. "

-
-
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prograrn.‘ did not include the _visit, but it did include the 29X1A
addresses by senior Agency ‘offic_:ials and a dinner in the executive din-
ing roorﬁ. The program closed at 1600 on Wednesday, 15 November,
and the consultants departed for airports and home campuses. Ten
months before this Washington meeting was held, Ramparts magazine
had published an article revealing CIA's funding of the National Student
Association's activity in sending representatives to international meet-
ings of student organizatione. After the publication of the article, the
Agency became a target for attack from all manner of organizations
and groups, including student groups, of course. By the end of the
year, most of the college and university campuses of the country had
develeped an open hostility toward CIA and anyone associated with it.
It wa. s obviO\is both to the ‘Axgency and to the university consultante that
the campus climate would not permit the consultant program to con-
tinue with any degree of effectiveness, and the pregram was quietly

dropped -- as was the "100 Universities Pfogram, " which is described

- briefly below. *

* For a detailed analysis of other effects of the Ramparts article on
the Agency, see.CS Historical Paper No. 196, The 1967 Crisis in
CA Operations: Ramparts Exposures.

" -61-
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4, The 100 Universities Program. At a Washington meeting of

the university consultants in the fall of 1962, during a discussion of
possible ways to improve JOT recruiting results, one of the consultants
-- the record doesn't say which one -- suggested that CIA's mission
might be better understood on the nation's campuses if senior repre-
sentatives of the Agency would go to the campuses and talk with people
who were influential in guiding the careers of students. 68/ The sug-
gestion met with general approval, and the JOT staff followed up with
a specific proposal, Which was submitted as the '""100 Universities Pro-
gram.'" The proposa'l recommended that 100 colleges and universities
be selected for visitation by Agency officers; all areas of the country
would be represented in the group of institutions, as would all types of
institutions -- liberal arts, engineering, and the graduate professional
schools. The proposal was approved by the DCI early in 1963, and the
program was launched.

From a list of Agency officers compiled jointly by OTR and
O/Pers, the Executive Director chose about twelve men, most of them
with academic experience in teaching or administration, who would be
called upon to make the visitations. About half of these were OTR offi-

cers, and the others came from various Agency components’?‘h The
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Office of Personnel made the arrangements for the visits -- Ehrough
the fesident'consultant, if there was one in the college or university,
and with the institution's administrative officers if there wasn't, The
standarci arrangement was for a group of from twenty to thirty key mem-
bers of thé faculty and administration of the school to be invited to an
informal luncheon or dinner to hear the Agency speakef. Usually the
nearest resident professional recruiter went with the speaker and intro-
duced him to the group. Although the speakers were given guidelines
for the content of their talks, they were not required to use an approved
written text; they spoke informally, almost always without notes, and
t‘hey answered questions from the members of the group.

For the most part this program was very well received on the
campuses, and the speakers felt that it was very effective in clarifying
the Agency's role in the US Government and dispelling the fears in
 some of the academi_c‘ minds. For example, from 4 through 8 Novem-
ber 1963 _ the Chief of the OTR Language and Area 25X1A
School, visited five institutions in the Colorado-Utah area: the Uni-
versities of Colorado, Denver, and Utah; Brigham Young University; 2BX1A

and Colorado College. [l beganr his 20 November 1963 report of

the visits with this somewhat over-punctuated paraphrase 69/:

Approved For Release 2001/07/1 2 B -00708R000300100001-5
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And., lo, on one occasion, as we ended our oration, out of the
multitude before us, two learned but formerly unbelieving
savants, now enlightened and confident, stepped forward and
sought to be taken in., A third, moved and reflective, opened
his gates and invited us to come among his people that they,
too, might share enlightenment. (And, thus was the respon-
siveness wherever we went. . .of those who came with hunger
and skepticism and who departed to spread the gospel.)
A bit later in his report, ||jjjjjjjfjarages to escape the captivity of 25X1A
Biblical sonority and say simply that he feels that the 100 Universities
Program was '"worth far more than every penny and every hour it
cost. "

The 100 Universities Program was terminated after 1965, By
that time all of the principle universities had been covered at least
once, and continuation of the program might well have led to redun-
dancy. There appears to have been no final evaluation of the program,
but most of the Agency participants seemed to agre.e -- in principle, at

least -~ With-glowing tribute. - 25X1A

C.. Recruiting Problems

1. The Basic Problem. The first official identification of the

problem that was the basic one in the JOT program throughout the

. 1951-66 period came in August 1953 in a report of the IG survey of the
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Office of Ti‘aining. 70/ The report noted that recruitment for the pro-
gram had fallen far below anticipated levels. In June 1954 the C/JOTP
commented on the IG's statement, admitting that '"the program has not
developed its full possibilities' but insisting that it had made sufficient
progress to warrant "intensification. . .in recruitment of JOT's." _Z_l_/.
As the program developed during the next few years, the demand for
JOT '"graduates' in the various Agency components increased steadily,
and juét as steadily the short-fall in recruiting became relatively
greater -- a clear case of supply failing to meet demand.

Early in 1960 the problem was further complicated by the
establishment of quotas of JOT program graduates to be assigned to
the three Directorates -- 90 to the DDP, 25 to the DDI, and 8 to the
DDS. 72/ The quotas were to become effective in 1961, which meant
that during calendar year 1_960 enough candidates had to be taken into
the program to yleld 123 gradué,tes to fill the quotas -- an almost
impossible task for the few prof‘essional recruiters in the field. Before
the end of 1960 official concern about the fact that recruiting was far
' ~ behind its goals prompted the Director of Personnel to ask the chief of
the O/Pers Personnel Operé.tions Division for an explanation. 73/ The

chief of the POD reviewed the recruiting procedures ahd the recruiting

: . -65-
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capabilities, admitted the failure to meet quotas, and analyzed the
reasons for the failure. He stated frankly that although some improve-
ment might be made, recruiting capabilities as they stood gt the time
were no‘t a;dequate to meet the demand and the short-fall was likely to
continue. 74/

It did continue, of course. As late as July 1965 the DTR
reported to the DDS that the July class of JOT's would, at best, total |
66 instead of the planned 75. 75/ A few months later, the situation was
even more critical. The DTR reported that as far as the JOT program
was concerned, the "manpower pinch has become progressively worse'
and the January 1966 JOT class would probably be 35 instead of the 75
planned. 76/ At the end of 1965, then, the JOT program, .which had
achieved outstanding qualitative success in the selection and training
of young men and women whom the Agency components were eager to
assign to responsible jobs, was still suffering from the problem of

inadequate candidate input.

2. Causes of the Problem. Discussion of the causes of the basic
recruiting problem must begin with the fact that from 1951 to 1961 there
were o.nly'lseven professional recruiters in the field. In his 1960 report

the IG recommen.ded that the number be increased from seven to nine,
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79/ and this was done.  Just why -- in the face of the growing impor-

tance of the JOT program and the repeated lamentations over the con-

tinuing failure of recruiting to meet quotas -- the number of recruiters

was not doubled or tripled is difficult to unde_rstand; it cé.n only be

éséumed' that in this case buréaucratic doctrine dictated the fighting of

the problem rather than the solving of it,

| | After the Basic problem had been surfaced by the IG in 1953,
| 25X1A

_identified one of the causes. He said that it appeared "to be a

definite policy of PPD [the Personnel Procurement Division of O/Pers]

‘chat.a, recruiter gains as much credit for the placement of a teletype

operator as for the placement of a JOT. Since the time and energy

required to recruit the former is rﬁuch less than the latter, it is only _

natural that men seeking placements will concentrate in the areas from

which they obtain the greatest rewards. " 80/ Although the validity of 25X1A
B - suption that the same field recruiters who looked for tele-

type operators also looked for JCT candidates might be questioned, his

statement did point out. that the recruiters had responsibilities in addi-

tion to the JOT r‘ecruiting.. A part of the professional recruiter's job

was to find qualified people to fill specialized professional jobs in the

Agency -- engineers, scientists, political scientists, and the like. The

St -67~
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réquirements for such people were assigned td the recruiters, and
they had to try to fill them. Actually, .only about 45 perc;ent of the pro-
fessional recruiter's time could be devoted to JOT recruitment. 18/
One of the major factors in the recruiting problem was the
mathematical relationship between first identification of qualified can-
‘didates and the final selection and entering-on-duty of JOT's. In fiscal
year 1956, for example, 57 people were taken into the program. The
récords show that the 57 were the product of 409 original identifications
~and reviews of files; of the 409, 389 were intereviewed in the field,
221 of these were tested in the’ field, and 172 were brought to Washing-
" ton for further testing. 80/ The ratio of EOD's to original identifica-
tions wa.‘s about one to seven., In fiscal year 1957 the ratio decreased;
S 715 candidates were identified, 648 were tested in the field, 398 were
interviewed, 305 were brough(‘: to Washington for testing, and 82 actu- .
ally entered the program -- a ratio of less than one to eight. 81/ The
1956 and 1957 figures are based on initial identification of ca‘ndidates
and eventual input for the program. Early in 1960 the recruiting divi-
sion of O/Pers used a somewhat different base in pointing out that in
bringing on board 80 JOT's in the 1960 calendar year the recruiters

would have to conduct 2, 200 field interviews that would produce 500

(A
B 4
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referral-‘s for follow-up that would result in 475 interviews that would
produce 250 personnel actions that would produce the 80 JOT's., 82/
Such figures tend to give perspective to the field recruiter's'problem.
The February 1961 review of the recruiting problem made by
the C‘hief of the Personnel Operations Division in response to the
request from D/Pers identifies some additional aspects. It states that

only a few of the university consultants had been useful and only a very

25X1A

few ”consxiltant cases cross all the hurdles successfully. ”_. It also

not their business and that most of their nominees were
nephews of their clients. The review also mentions the tendency to
raise the selection criteria for the JOT program -- more mature peo-
ple with more education and rn'ore practical experience -- and the
increasingbdiff.iculty‘ in keeping pace with all of the changing require-
ment s. Al‘though the chief of the recruiting component didn't mention
it, he may have had in mind the 1956 IG recommendation that more
individuals of non-Caucasian origin be recruited for eventual assign=-

ment to Africa and Southeast Asia. 83/

69
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One facet of the problem that the 1961 survey did not discuss
in any detail was competi.tion -- the fact that many qualified candidates
for the JOT program found other career opportunities more appealing.
In 1956 the JOT sf:aff made a study of the reasons given over an 18-
month period by 123 qualified ca.ndida,tes -- out of a total of 369 in pro-
cess --~.who‘ declined a firm offer of placement in the program. Of the
123, 41 décided to accept positions in business, 33 to accept other gov-
ernment offers, 19 to continue rﬁheir education, 12 to accept teaching
poéitions, and 18 to accept "miscellaneous or uﬁspecified" offers. 84/

_ The’ survey showed that only 10 gave the low entrance salary as a major
‘reason for declining the JOT offer, and only five mentioned the long
wait for security clearance as a major factor.

The chief of the program felt that, in spite of the fact that only
five mentioned the clearance delay, the wait for security ciearance was
"the "biggest single factor' in declinations. He admitted, however, that
"the fact that it takes three to four months to process a case is not any-
one's fault; we have had excellent cooperation from every office or unit
involved in épplicant processing.' 85/ The security clearance delay,

then, must be added to all of the other causes of the recruiting problem.

‘ -70- _
Approved For Release 2001/07/12 : CJA: 90-00708R000300100001-5
~ | Sasas



25X1A

QULRET
A\ LL’ iR
Approved For Release 2001/07/12 : CIA-RDP9 00708R000300100001-5

o ,ﬁ’-J

3. Solutions and Remedies. As noted ecarlier in this section,

the rec;ruiting problem remained unsolved through 1965 -~ and for a

 few years thereafter, actually -- but there were a number of solutions

proposed and a number of remedies tried. There can be no practical
evaluation of their effectiveness, of course, but certainly they'must
hav'ev had some retarding effect on the growth of the problem and there-
fore warrant mention here.

In the above-cited February 1961 review of the problem, ‘the
chief of the O/Pers recruiting component suggested courses of action
that might be taken to increase the recruiting intake. The first was an
advertising campaign, using the newspapers of principal cities as the
media; the ads would identify the employer as the US Government, not

CIA. He points out that this device was tried in The New York Times

and was '"'moderately successful.,'" The second approach suggested

25X1A

was increased use of university alumni placement files; the third was

=71
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25X1A

years later); and the sixth was a contract with one or more manage-

 ment cqnsulta.nt firms.

None of these devices was adopted immediately, but in Novem-
ber 1962 the distribution of recruitment brochures was authorized; and
during calendar year 1963, 15,000 copies of a colorprint brochure were
diétributed among 800 colleges and universities. 86/ By the fall of 1965,
the recruiting intake, acco:ding to the DTR, was still "well below that
‘needed to meet Agency requirements' and the shortage of field recruiters
and increased manpower requirements in the Agency made it ve;'y diffi-
“cult to get both "external'' and "internal' candidates for the program. 87/
He recommended that advertising be used to get applic.ants from non-
academic sources, that ''direct relationships' be developed with uni-
versity as sociates and selected department heads, and that there be
"closer working arrangements' with field recruiters. 88/

The last of these recommendations was activated almost imme-
diately. Early in November 1965 the C/JOTP prop;sed that members
of his staff go into the field and conduct follow-up interviews with pof.en-
tial candidates already contacted by the recruiters. According to the

DTR the purpose of such follow-up interviews would be ''to sustain

‘ : -72-
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interest on the part of the applicant and to further explain the CT Pro-

' 25X1A
gram to him." 89/ _was chosen for the first such ven-

ture, and late in November he interviewed 15 candidates _

area; he reported that he was '"generally encouraged" by the responses.
90/

At the end of the 1950-66 period, then, the recruiting problem
was still unsolved, ah& the supply of recruits for the program was con-
tinually falling far below the components' demands for JOT graduatés.
It might be well at this point to go a bit beyond the timespan of this
history and report that within the five-year period following 1965 the
recruiting problem vanished. For reasons best left for discussion in
a later_historical paper, the demand for program graduates diminished
to the point where the wisdom of continuing the program was seriously
questioned.

D, The Internal Source

1. Background. The Agency's career development program, as

it was conceived by Smith and outlined by Baird in his 1951 staff study,
consisted of two sub-progréms -- the professional trainee program,
which became the JOT program, and the career corps program, which

was designed to select outstanding young'Agency employees and give

- 73 - -
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them training for care‘er development. As noted earlier in this paper,
the implementation of the second of these sub-programs involved the
participation of all of the components of the Agency and, thus, all of
the consequent coordination machinery.

Because the professional trainee program did not at the out-
set directly affect any Agency components except OTR and O/Pers and
s0 was not involved in the cumbersome Agency-wide coordination pro-
cess, it was activated immediately. The career COorps program was
slow in getting started. Eventually, however, it began to take shape
as ""The Junior Personnel Caree.r Development Program, ' a title that
was later shortened somewhat to the Junior Career Developmené Pro-
gram, abbreviated as JCD.

2. The Junior Career Development Program. An informative --

if somewhat subjective -- account of the origin and early development

' 25X1A
of the JCD program is given by-.n his 1971 review of the evolu-
tion of the JOT program. Although this account was written almost 2025)(1A
years after the beginning of the program_obviously had the
relevant documents at hand to support his memory of events -- and heogx1A

was very closely involved in these events when they happened. -

wrote:

_ 4 L -T74- '
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The internal phase of the JOT Program originally was the
Junior Personnel Development Program. This matter was
the subject of long discussions by the CIA Career Service
Board in 1953 and early 1954! Then a task force was estab-
lished consisting of seven senior officers with secretarial
help to study the problem in the best bureaucratic tradition.

- Their report fills six pages plus a covering letter and a plan
outline of four pages. There is a "Memorandum of Under-
standing of Additional Policies and Procedures for Adminis-
tering the Program for Career Development of Junior Person-
nel'" of more than three pages of single spaced material duly
signed by AD Pers and DTR. Then came organization and
implementation meetings of AD Pers and DTR each with
assistants who wrote up memos of understanding and memos
for the record. The first consists of notes of agreement on
17 separate items. There follows an outline of items
involved in processing candidates -- 28 of them amplified by
explanatory notes "a' through "un'". It even suggested that
any member of the Agency who was good enough to be con-
sidered for this training should also qualify for placement
on the "Junior Executive Inventory" which as far as I know
died quietly years ago.

And this was just the beginning of the papers dated from

2 April 1954 through 29 July 1954. These were augmented
by an Agency notice of four pages (distribution AB including
overseas personnel) and changes in the Regulations. Appli-
cation forms had to be devised and approved and A&E testing
mechanisms devised and approved by both offices. Every-
thing, but everything, had to be spelled out in writing.
Hence, cumbersome procedures,- elaborated beyond reason,
and unnecessary if people had trusted each other and worked
together.

In implementing the program, we went througl'; the prescribed
and complicated bureaucratic acrobatics at a great rate --

for awhile. The predicted rush of candidates did not material-
ize. A and E's preparations to test 500 people were wasted,
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The elaborately planned meetings of the joint selection com-
mittee took place with increasing infrequency. Reasons:
good candidates were discouraged by supervisors (even AD's
and Division Chiefs) who didn't wish to lose their able and
productive youngsters. For the most part, those who were
encouraged or.allowed to apply were ordinary types who

couldn't qualify. But a few good ones did come along. [*] 25X 1A

CAlL of_statements of fact could easily be documented,
and his generalizations could be exemplified; but -~ although|
aﬁd Baird were members of the JCD "joint selection committee' --°
the program belonged to O/Pers and comes within the historical juris-
diction of that Office. It is of importance here only to. the extent that
its termination resulted in an additional source of candidates for the
JOT program, candiddtes who came to be called 'internals.' The
| JCD problems described by |l ust have been apparent to every-
one interested in the program. Certainly they were to the IG, for .in
his report of the 1956 survey of the JOT program he recommended

that '"the Junior Career Development Program be terminated and its

* In theory each of the so~called JCD's was to take a training program
tailored to his individual needs. In practice the few JCD's who actu-
ally entered the program took "appropriate'' OTR courses being
offered at the time.

o 76
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career development mission absorbed by the expanded JOT Program. '
92/ The IG's recommendation was approved by the DCI, and the JCD
" was officially terminated in August 1956, 93/

3, Development of Internals. The regulation that ended the JCD

program also established basic procedures for the admission to the
JOT program of those young on-duty officers who were qualified. | These
Minternals" were to be considered for admission upon their own indivia-
ual application or upon the recommendation of supervisors, heads of
Career Services, the D/Pers, the DTR, the DDP, the DDI, or the DDS.
After nomination, the internals went through the same process of screen-
ing and selection as did the externals, and the same criteria were
applied. At the time of the elimination of the JCD program there were
ten young officers actually being trained in the program, and on 7 Octo-
ber 1956 these ten trainees were transferred to the JOT program. 94/
Thereafter the internals continued to make up a part of each
JOT class -- a part varying in size, through the years, from one-tenth
to one-fourth. Actually the addition of the internals to the JOT groups
turned out to be most beneficial to the program. The internals held
their own in competition with the externals, and there was never any

indication of an external-internal compartmentation. In addition, of

-77-
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course, the ‘internals made an experiential contribution to the program,
a contribution that had the effect of putting the training in proper per-
spective in relation to éhe realities of the intelligence business.

| An indication of the quantitative scope of the internal phase
of the ﬁrogram is proVicied by this example: as of 7 April 1964 the
JOT staff had 44 internal applications on hand, 25 of them representing
DDP nominees; of the t‘otal, 19 had been accepted and were being pro-
cessed, 8 were under consideration for entry into the October class,
10 were possibilitiés for entry into the January 1965 class, and 7 had
not yet had the final pre-selection interview; in addition to the 44 appli-
cations, about 75 'profiles'' of nominees were being prepared for initial
consideration. | 95/

Another quantitative indication is given by a report of the status
of DDP internal nominees as of the end of calendar year 1964: the DDP
components had nominated 68 candidates on 27 April 1964; of these, 38
had been accepted -- 11 for the class of July 1964, two for the October
class, 19 for the class of January 1965, two for the March class, and
four for the July class; of the 30 nominees who were not accepted, 16

were unqualified, two were réjected by the medical staff, one was

| -78- ‘
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rejected because she was the wife of a "non-Agency employee, ' two
were aséigned PCS away from Headquarters after they were nominated,
and nine withd‘rew their applications during the selection process. 96/
A general summazry of the quantitative aspects of the internal

phase of the prografn shows that from the beginning in October 1956
through June 1965, 97 internals had been accepted in the JOT program,
94 of them had completed the training, and three had resigned from the
Agency blefore the completion o.f training. Of the 94 graduates of the
program, 64 had returned to their "Directorate of origin,' 15 had
changed from the DDI to the DDP, four had clllanged from the DDP to
the DDI, two had changed from the DDS to the DDP, four had changed
from the DDP to the DDS, four had changed from the DDI to the DDS,
and one had changed from the DDI to the Office of the DCI. 97/

4, Problems. Although, as noted above, the internal JOT's
created no problems within the program itself, there were problems
faced Ey the JOT staff in getting qualified internals into the program.
Basically the problem was the same one lamented by_ in his 25X1A
account of the JCD px.'olgram -- good candidates were discouraged by
supervisors who didn't want to lose their "able and productive young-

sters.'" In all fairness to the Supervisors it should be peinted out that

. -79-
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as work pressures increased and budget cuts created manpower short-
ages the supervisors were understandably reluctant to release the men
who were best able to do the work that had to be done.

In any event the problem did exist. A survey of the 1965 inter-
nal applicants who had been accepted into the JOT program showed that _
eleven were being withheld and not permitted to start training. 98/ In
December 1965 the Acting DTR transmitted the results of the survey
to the ‘D‘DS and noted the seriousness of the problem. As a specific

25X1A
example he reported that '_[Chief of the DDP Records Inte- 25X1C

gration Division] claims that he has so many _to

trace that he simply can't spare anyone.' 99/

E. Processing and Selection

As it did for most aspects of the JOT program, the DTR's 1951
staff study established the pattern for the processing and final selection
of the candidates once they had been recruited and had become definite
possibilities for entry into the program. The staff study contains a
nine-page appendix devoted to ''the Testing and Assessment of Appli-

cants.' Because that appendix not only sets a basic pattern that was

-80- .
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followed throughout the 1951-66 period but also discusses the philo-
sophical and psychological aspects of testing and assessment, it is
attached to this report as Appendix A, *

A 1960 staff study of the management of the JOT program contains

. a general summary of the processing and selection of candidates, one

that is highly condensed and over-simplified but serves well as a point
of _départure for a more detailed discussion. 100/ That summary states
that after the potential candidate is identified and interviewed by the
field recruiter and judged promising, he is "given a written test pre-
péred by the A%E Staff and administered throughout the yvear at 35 loca-
tions over the country.' If these tests indicate to the JOT staff that he
is a ''good'' candidate, he is invited to Washington at Agency expense
for interviews. Affer the interviews, according. to the summary, he is
either seclected or rejected; selection is subject to ""medical and secur-
ity checké. " The following paragraphs amplify aﬁd exemplify the gen-

cralities given in the summary.

% P, 196.
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- . .5. Admission. During the first five years of the JOT program,
as noted earlier in this history, the JOT's sclected for the program

B were admitted individually when they became available and entered into

- ' scheduléd training courses with other Agency students. Oftentimes it
was necessary for them to wait for the beginning of a course, and they

- :
were assigned to temporary chores while they were waiting., Later,

- when the JOT's came on board in groups, an organized procedure of

- indoctrination was established. This consisted, usually, of one day~
devoted to ;ser.sonnel processing and personal interviews with their

- JOT staff counselor -- the man who would be with them as friend and

- monitor throughout i:he program -- and with the chief of the JOT staff
and the DTRu A second day wé,s devoted to meetings of the entire

= group.

- The VIP aspects of these group meetings have been described
earlier -- the students were addressed by the DCI and a number of

- .oth.er“ very senior Agency officials. ~These VIP addresses served to

- impress them with thg importance of the Agency's mission and to
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assure them that they had been very carefully selected to play signifi-
cant roles in the accomplishrr;ént of that missioﬁ. Whatever feeling of
self-importance or éense of elitism these VIP talks may have created

in théir minds was soon c_l.iininished, however, by the talks of the DTR

- and the C/jOTP. The DTR's talk was usually brief and blunt: they

had beén selected for the program because they had outstanding capa-
bility; ~thé de‘}elopment of that capability would be severely tested through-
out the program; what they got out of the program.depended on what

they put intoi it. The Q/JOTP used the DTR's talk as a sort of synopsis
and went into cletaileci discussion of the philosophy of the program, the
goals toward. whicﬁ it strived, the performance expected of its partici-
pants, ahd the realities that they would face in meeting the achieve-
ment sta.ndards set for them. In l961_iecided to put his talk gmy 1A
paper as a ''Recapitulation' of the methods and objectives of the JOT
program and give copies to 'all successful c‘andidates.." Because that
recapitulation captures the spirit and flavor of the program as it existed
“after ten years of successful development, it is attached to this paper

as Appendix B.*

* P, 206.
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III. Program Management

A, Organization and Personnel

1. Organizational Development. Although the organizational

relationship of the JOT program to other activities of OTR during the
1951-66 period has been described in earlier historical papers, * it is
reviewed here briefly as background. From the beginning of the pro-
gram early in 1951 to September 1952, the professional trainee pro-
gram -- as it was then called -- was orlie of the responsibilities of the
Basic Divisi‘on of TR(O'), tﬁe designation given to the non-clandestine
training activity in OTR. The JOT program first appeared on the offi-
cial Qrganization chart of OTR in September 1952 ~- as the Junior
Officer Training Division (JOTD). The JOTD was shown as one of the
Divisions of TR(O) reporting to the Deputy Director of Training (Overt),
6.ne of the two DDTR's reporting to the DTR at the time. The JOTD
appe:‘;xred without chang.e of designation or level after the February 1953
reorganization of OTR and after the December 1953 reorganization,

the one that eliminated the dual-deputy system and established a s.ingle

DDTR.

% OTR-5, pp. 21 and 119, and OTR-6, pp. 4 and 9.
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In December 1954 there was another reorganization of OTR,
one that reflected some of the. IG's recommendations and also paid lip-
service to a few of the recommendations made. by tﬁe Agency Manage-
ment Staff. On.e major change was the elimination of all '"Division'
designations and the establishment.of ""Schools. " An apparent mqjor

: Cha.ngé was the transfer of the JOT program to the jurisdiction of the
OTR Sﬁpport Staff with the designation of the Junior Officer Training
Program. In actual practice the chief of the JOT program continued
to report directly to the DTR; the subordination to the Support Staff was
one of the lip-service aspects of the reorganization, In February 1956
the DTR apparently decided that lip—sérvice was no longer necessary,
and the JOTP was reinstated at the School level. On the official DTR
organi‘zation chart is suéd in May 1956 the JOTP appeared at the School
level, and it continued in that position throughout the remainder of the’

1951-66 period.

2.  Growth of the Staff. As noted earlier in this history, whenogyx1A

4 _ relieved Ml 25 cbief of the program in April 1952, his stg?ﬂA

25X1A
consisted of two clerical people and one military 'ojfficer,_

 Approved For Release 2001/07/12 : CIA-RD&30-00708R000300100001-5
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_ qssigned on a temporary basis tp handle the Military Agreements phase
of the program. -cont‘inued in the position until August 1953, 25X1A
and during the first half of calendar year 1953 he was assisted by a 25X1A
v second military officer, Commander_ After July

1953, apparently, there was no longer a need for a military officer on

the staff -- the military agreements had been established and imple- 25X1A
mented and the OCS proceaures had become routine -- andjjjjjjjjl~225X1A
not replaced. Early in July, however,_ a JOT

graduate, waé assigned to the staff and served until August 1955, devot-

ing a maj;)r part of his time to the processing of the OCS arrangementg.5X1A

In January 1954_ an OTR careerist, was assigneﬁlsx,lA

to the staff as| ] cdeputy; he held the position until August 1956,

when he was reassigned and replaced by _ * From

April 1952 thr'ough August 1956_, then, the JOT staff consisted of the

25X1A

L
chief, never more than two officers assisting him, and never more

than three clerical aides.

k The deputy designation was dropped temporarily at this time and

reestablished in December 1956 with ||| -:sicned to the 25X1A

position.
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Late in 1955 the IG Staff made a survey of the JOT program,
and the report of the survey wé,s submitted to the DCI in February 1956,
112/ In that report the IG recommended that ''the present T/O of the
JOT Division in OTR be increased by five positions, three individuals
of professional grade to be selected one each. from the offices of the
DD/s, .DD/P, and DD/I on the basis of their experience and knowledge
of thesg components and the remaining two to provide necessary cleri-
cal support.,' Apparently the IG's recommendation was approved ~-- in

principle, at least -- for in November 1956 the DTR recorded that the

DD/s, on 16 October 1956, had approved the increase of the JOT staff

by four positions. 113/

95 -
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valuable element of continuity as the program and the staff have changed

over the years.* Other training officers assigned to the staff before

the close of the 1951-66 period were || NEGTENGNGN- 1o scrved from 25X1A
' 25X1A

February 1964 through 1966; [ EGcIczczNGGEG ' o replaced I i25X1A

April 1964; and_ who was appointed in June 1965. 25X1A
Perhaps the most important support addition to the JOT staff

came in the fall of 19_56,‘ when the Office of Personnel detailed an offi-

cer to the program. 114/ Before that time, the processing of person-

nel actions for the JOT candidates was a very complicated activity

involving the JOT staff training officers, the OTR personnel officers,

and components of O/Pers -- components that were located in buildings

some distance from those occupied by OTR. The personnel officers

detailed to the staff in 1956 and thereafter were assigned on a rotational

basis and were not actually members of the staff, but they devoted full

time to personnel actions required by the JOT program -- both EOD

actions and placement after the completion of training.

| 25X1A
» s beer of immense help to the writer of this history,
"and whatever merit the history may have can be largely attributed to

that help.

-97- '
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mer

B - ctired from the Agency at the end of December 1963; 25X1A
he had served as chief of the iOT program for more than eleven years.
He had. taken over the program when it was still in the experimental
stage and had not even begun to achieve Agency-wide recognition and

: : 25X1A

respect. With Baird's strong support, B - ccd the multitude of
problem§ that arose in the developmeﬁt of the program, solved most
of them, and fought hard for solutions even when it was impossible to
find them. He was impatient with red tape and often -- in private --
decried vehemently what he described as bureaucratic idiocy; but in
the interests .of the program he al\;;rays used ta.ct and diplomacy in try-
ing to clear the obs‘éacles that the bureaucracy put in his path, Through-
out his tenure as chief he succeeded in converting his dedication to the
program into a contagion, The members of his staff acquired the same
dedication and gave of their time and energy just as generously as did
their boss. When _retired at the end of 1963, the program had25X1A

achieved outstanding success, and its graduates had demonstrated its

practical effectiveness as a training program for future leaders of the

8-
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Agency. If there was any one factor injj i cadership that could 2EX1A
be identified as the key to the success of the program, perhaps it was
his adamant refusal to compromise the quality of the program. #

| , 25X1A
B - followed as chief of the program by Robert

_Was an OTR careerist who had served as chief

of the Intelligence School and as Deputy Director of Training in the

25X1A

middle and late 50's and subsequently had been on rotational assign-

. 25X1A
ment overseas with the DDP. _reported for duty with the JOT
 staff on 3 December 1963 and officially assumed the position of chief
on 31 December. Because he had held responsible positions in OTR
during the formative years of the JOT program, he was thoroughly
familiar with its objectives and problems; and because of his tour of
duty with the DDP, he not only understood the DDP requirements for
JOT graduates but also had ready access to senior officers of the

. . 25X1A

‘Clandestine Services. Perhaps the fairest evaluation of_

administration would be the statement that he guided the pro'gram

% This evaluation is that of the writer of this history, who was an OTR
school chief and worked very closely withjjJJJJEzom 1957 througlR5X1A
1963.

%% A brief account o ackground and pre-CIA experience
is given in OTR-6, P. o1,

25X1A

_ ‘ . -99-
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during the most troublesome years when demands for the graduates
were the greatest and budget and manpower pressures made it impos-
sible to meet the demands -- and during those years he kept intact the

high qualitative standards of selection and training.

‘When ook over the program at the end of 1963, his
25X1A

staff consisted of four training officers, one assistant training officer,
and four clerical assisfants. In February 1964, an additional trainin

4 25X1A
officer, -was assigned; but there were no further increases in
the staff until late in 1965. In October the DTR informed the DDS that
in order to effect the '"planned expansion' of the CT program the staff
would have to have two additional officer positions. 115/ By the middle
of December the two additional positions had been allocated, and OTR
was ''actively recruiting against" them. 116/

B. Duties of the Staff Officers

Many of the duties performed by the officers of the JOT staff have
been idelntified, either implicitly or explicitly, in the discussion of
rec.ruiting and selection; and all of the other duties are described in
the following sections on training programs and placement procedures.
It would be useful here, however, to identify thosé duties briefly within

the context of program management.

: | -100-
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1. Participation in Selection. During the recruiting and selec-

tion processes the staff members examined candidates' applications
and ''profiles, ' evaluated transcripts of college grades and reports of
field interviews, and sat as members of selection teams and panels 1;1 |
making final judgment of acceptability.

2. Advising and Counseling. Each member of the JOT staff was

assigned a number of JOT trainees -- the number depending upon the
£rainee load at any given time -- for whom he would act as advisor and
guide throughout the training period. The staff counselor's job was to
get to kno§v his trainees, their characters, their capabilities, their
limitations, and their personal problems. The objective of the coun-
selor was successful, of course, only to the extent that he won the
respect of the trainees -- and they were highly intelligent young people
who had. already échieved some distinction in academic pursuits and
often in other fields,

" 3. Evaluation of Performance. One of the staff officer's duties

- was to keep informed of the performance of his advisees in the various
training courses that made up the program. This he did so that he

could detect performance problems when they arose and help to solve

- _ ~-101-=
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them before they became serious and so that at the end of the formal
Eraining program he would be better able to determine the most appro-
priate job assignments for his advisees.

4. Participation in Placement. Because the placement of JOT's

after formal training was one of the critical stages in the whole pro-
gram, great care went into the making of placement decisions.
Although the performance records constituted good evidence of assign-
ment sui'tabillity, the staff advisor was best qualified to interpret the
records of his advisees, and very often he made the final decision on
.placemeﬁt.

5. Monitoring On-the-Job Performance. One of the key features

of the JOT program throughout most of the 1951-66 period was the

retention of the JOT on the OTR personnel roster after the completion
of the formal training and until the completion of the on-the-job train-
ing. There were a numb'er of advantages in this arrangement, as will
" be notéd later, but all of those advantages depended upon the staff offi-
cer's awarencss of how his advisees were performing on the job. The
monitoring of on-the—.jéb performance, then, was one of the staff offi-

cer's most important duties.

Approved For Release 2001/07/12 :
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C. The Program Coordinators

During the greater part of the 1951-66 period the JOT staff had no

fixed internal organizational pattern. There was a deputy chief --

_ . 25X1A

_from January 1954 to August 1956 and- from Decené-5x1A

ber 1956 to June 1965, Some of the staff officers were considered to be
DDI, DDP, or DDS representatives on thé staff, but there appeared to
be no need for any formal internal organization recognizing the fact, *
In August 1960, however, a Program Coordinator was designated offi-
cially as a part of‘the staff.

1. The Rationale. The establishment of the Program Coordina-

tor was the result primarily of criticisms that appeared from time to
time in the student feed-back, which was encouraged -~ even required
-- as a sort of quality-control mechanism. Some of the students felt
that thé individual segments of the training program were being given
by the OTR Schools without coordination with the other segments of the
program; this resulted, they believed, inl repetition of substantive

coverage and duplication of skills training. The DTR, always

* After the expansion of the staff in 1965, the training officers were
formally divided into four groups: Internal Phase, DDI Representa-
tives, DDP Representatives, and DDS Representatives,

-103-
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sensitive to student criticism -- often without determining the validity

of it -~ took action to remedy the assumed ill by appointing an officer
whose job it would be to assure that all segments of the formal training
program were closely coordinated and that all repetition and duplication

were eliminated.

25X1A

2. The Coordinators. On 19 August ool o

25X1A

the first JOT 1J.-'.?'rogram Coordinator. [JJlibad served an earlier
tour of duty with OTR és the Operations School Chief of Field Trainin§5x1A ‘
_from December 1954 to October 1956, He was familiar

with OTR's problems and had blayed an important role in the develop-

ment of the clandestine tréining segments of the JOT program. He
appearea to be an excellent choice for the assignment. In all truth,
howev.er, he accomplished very little during the few months tha‘t he

held the position; his major allegiance was to the Clandestine Services,

and -- as were so many of the CS officers assigned on rotational tours

of duty with OTR -- he was primarily concerned with keeping his DDP

fences mended. %

* This uncomplimentary judgment is that of the writer of this history,
who was Chief of the Intelligence School during B crure as 20XTA
Program Coordinator. '
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25X1A
X1A

25X1A
was appointed. As noted above, ||| v-s = long -time OTR career-

n [ cft the position in March 1961,

.ist, knew the problems of the JOT program, and was devoted to OTR's
interests. He worked very hard at the coordinator's job, but in all
p'robability he found it a frustrating one. Whether or not he actually
accomplished anything of importance is open to question. In any evef§5x1A
when _left the job iq March 1964 for a second tour of duty with
‘th‘e DDP, no successor was appointed, * |

3. © Evaluation. When the position of JOT Program Coordinator

| 25X1A

was established in 1960, the OTR School Chiefs -- and possibl
-~ felt that there was no need for such a position. There was no real
lack of coordination among the segments of the formal training pro- 25X1A
gram; the schools -- and_-- regularly exchanged course
schedules, the chief instructors got together and discussed areas of
overlap and duplication, and instructors were constantly sitting‘ in on
courses given by instructors in other schools. What repetition and

duplication there was in the program was intentional and planned; it

was a training device common in all educational efforts.

* In May 1967 the position was reestablished with somewhat different ogyxq1A

duties assigned to it, and _was appointed CT Program
Coordinator.
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25X1A

In addition there was a major coordination device that was

introduced in the early years of the JOT program and continued as
long as Baird was DTR. Once each year all OTR school and staff

chiefs, most chief instructors who took part in the program training

courses, and all members of the JOT staff gathered _for25X1A
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a two-da‘y session devoted entirely to the program. Although a part of
each of these sessions was devoted to the management aspects of the
prograﬁx, a much greater part was devoted to the content and conduct
of the training coﬁrses. School chiefs and chief instrucltors described
course plans in detail and discussed methods of presentation and of
performance evaluation. Questions were raised, and points of conflict
were debated. Baird was always present at these meetings; and at the
end of the session, he and e‘ver}.rone else present knew a great deal
abo‘ut what the JOT was being taught and how. Perhaps it should be
noted here thét these sessions_were not always entire1y25X1A
peaceable. Baird encouraged frankness and honest dissent, and they
were always forthcoming., - Arguments were frequently heated, and tem-
. pers were not always curbed. Baird, himself, wé,s not averse to becom-
ipg involved in argumentation, and sometimes he did,
~D. Summary

This discussion of the management of the JOT program does not
include coverage of the many problems that confronteci the JOT staff
during the 1951-66 period. Those problems will be identified and des-

cribed in a later section of this history. At this point, perhaps an

-108-
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adequate' summation of the program management would be the statement

that both _ did brilliant work in directing the pro- 25X1A

gram during the period, and the program -~ though understaffed -- was

well staffed with men who added dedication to their many capabilities.

-109-
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IV. Training Programs

The three basic elements of the JOT program were selection,
training, and placement -- all three of Which_were functions of the pro-f
gram management discussed above. The selection element, including
recruiting and asséssment, has beén deécribed earlier in this history;
the placement element is desciribed lateri. The present discussion
covers the training element, In his Februar? 1956 report of a survey
of the J’OT program, the Inspe'ctor General said "an essential element
of the JOT Program is the principle of training before assignment to
duty with an operaLting component, After the candidate is entered on
duty he is given a series of training courses designed to give him a
thorough indoctrination in Agency activities .and skills.'" This state-
ment, capsulized as it ig, provides a sound point of departure for dis-

cussion of the training element of the JOT program.

A, Program .Development, 1951-58

1. The Original Plan. The introduction to the DTR's July 1951

~staff study states that "Basic Training is already established to provide

professional trainees with the necessary skills and knowledge to enable
them to enter an office with general competence in intelligence, and to

make the most of‘on-the—jo_b training." 117/ The obvious implication

" -109- ,
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is that the DTR feit that training courses already established were ade-
'quaﬁé to provide the formal training that the JOT would require. This

" is made explicit in Appendix F of the staff study. Here the basic train-
ing coursés of the "CIA Intelligence School" are described as ""designed
to give the trainee the knowledge and skills basic to intelligence."
These courses, acéor‘ding to Appendix ¥, consist of the necess\éry lec-
tures on orieptation, mission, and security; the structure of the US
Government and CIA's role therein; the missions of the Intelligence
Advisory Committee Agencie.s; the organization of CIA; the world situ-
ation, foreign poiicy, the Soviet Government and its history; and the
methods employed in intelligence. The staterﬁent admits that these
"early courises cannot turn out finished intelligence officers' and notes
that the "tentative twelvg week program will be interspersed with prob-
lems and training films, and selections for readings in foreign lan-
guages.' A separate appendix in the staff study outlines the language
training phase of the "tentative' 12-week program, indicating that the
foreign language would B_e Russian and the trainees would devote 20

hours each week to it.

- \ -110=
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There are three significant aspects of this 1951 plan for the
training of JOT's. The first is that at that time the "CIA Intelligence
School" \'rva.s still a concept in Baird's mind, and the basic training
courses in the '"school' were also nonexistent; actually, the concept of
the ..school ﬂever did materialize as such, but the basic courses did, *
The seqbnd significant aspect of the plan was the absence of any refer-
ence to clandestme operations training for the JOT's; obviously, it was
assumed that the ""professional trainees' would be prepared for duty

~ with the non-covert cbmponents of the Agency. The third aspect was
that -- aside from the absence of reference to clandestine training -~
the plan identified all of the elements that later became parts of the

JOT program.

2. Early Development. In his 1971 retrospective paper on the
evolution of the JOT program,-says that the formal training 25X1A
program was at first "a hit-or-miss jumble' and that the program
management had to ''play it by elar. " 118/ Actually the training pro-
gram for.thc.a professional trainees dt;ring the early years was not as

unstructured as -recalls. As noted earlier, the first group of25X1A

* See OTR-5, p. 32.
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trainees began the program in July 1951, They w.ere given a 14-week
course divided equally into study of intelligence and study of Russian,
a half of each day to each. The intelligence half of the course was prof
ifiaed by the Basic Training Division of TR(O), and the Russian study

was doﬁe_ through external training arrange-

ments. This plan, to be sure, had an element of the '"play-it-by-ear"
' SX1A
25X1A

approach, but it soon changed: In 1952 Baird persuaded

N - transfer from the Office of National Estimates to OTR to develop

a '"basic intelligence course'' specifically for the professional trainees, *

119/ and during 1952 the study of Russian was dropped as a major pang1A

of the program. By mid-1952 lllllh2d developed a six-week course,

and it was being given for those professional trainees who had entered

on duty after July 1951. By the fall of 1952 it had become apparent that

‘the intake of professional trainees did not warrant giving the course for

them alone, and it was opened to all professional recruits.
From that time until mid-1954 the six-week Basic Intelligence
Course constituted the formal training program for the JOT's. At the

completion of the course the trainees were assigned either to language

25X1A

* A brief description of il b2 ckground and experxence is g1ven in
OTR-6, p. 53.

. ' -112
Approved For Release 2001/07/12 : CIA- DP

\q ; F

0-00708R000300100001-5

| QFT



SECKRET

Approved For Release 2001/07/12 : CIA-RDP90-00708R000300100001-5

training or to on-the-job training. In 1954 the Basic Intelligence Course
was discontinued as such, and the content of it was reorganized into a
four-week Basic Orientation Course (BOC) and a four-week Intelligence
Principles and Methods Course (IPM)., The JOT's took both of these |
‘courses; the trainees entered on duty individually when they became

available and were assigned various interim tasks while they awaited 2BXAA

the beginning of the BOC.
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regulation, mandatory training for all Agency professionals; the ITC

- was elective and was to be taken primarily by officers assigned to ana-

lyst positions and by JOT's whose major interest was in the processing
and production phases of intelligence.* Very few non-JOT's elected the

ITGC; the course was soon oriented particularly to the needs of the JOT"s,

‘and -- in effect if not by design -- it became a JOT course, the first

except for the course started by -in 1952, DB

B. The Integrated Program

1. The Rationale. -During the ea.r.ly years of the JOT program,
when it was still considered experimental and the number of trainees
was small, the individual admission of JOT'.s on a when-available basis
and thé placement of them in regularly scheduled .courses was the only
pradticable way of handling the program. Deferment of the individual's
EOD date would have risked declinations to accept jobs immediately
available aﬁd thus would have wasted the time and expense of the selec-
tion procedures. In addition, the numbers coming on board did not
warrant special courses for the JOT's. By 1958, however, the program

had proved .itself; it was no longer experimental, and it had been

* See OTR-8, pp. 43-49 and 104-107,
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a-ccei:»ted Agency-wide as a major source of young professional officers.
As early as 1956 the IG had given full approval to the program and had_
recommended that it be expanded.,

It was expanded', of course, and by the middle of 1958 the
chief of the program and the DTR decided that the time had come to
systematize the recruiting and selection so that JOT's would enter on
duty once each year in one group. The concept had ample precedent
in the time-honored admission practices of academic institutions. The
once-a-year adrrﬁs sion pra.c.tice woﬁld require a major change in the
entering ef JOT's in traiﬁing courses, s0 a part of the plan was to
establish a series of courses for JOT's only; the numbers to be admit-
ted would easily justify such a program.

Because the implementation of the plan directly affected only
OTR and. O/ﬁPers,l it was considered an internal OTR reorganization;
and the approvals of the DDS and the Executive Director were given
informally. There appears to be no rec‘ord of who devised the term
"integrated prograrﬁ, '""and it is of no great consequence; at the time,
"integration' had not yet acquired connotatioﬁs of conflict, and the
term did describe accurately the merging of many of the aspects of the

JOT program.

-115-
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2. The Courses. In September 1958 the chief of the JOT pro-

gram, in a report to the OTR Plans and Policy Staff, outlined the

sequence of training that would be given to the first class of JOT's in

25X1A
the integrated program. He said that the JOT's, who would enter on

-116-
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Communism. It covered the origin and development of the Communist
movement, the philosophy of Communism, the rise of Communist gov-
ernments in Europe and Asia, the development of Communist parties
in the free world, and Communist methods and tactics. At this time,
of course, Communism was considered a real and present danger to the
free world; the major objective of the course was "know the enemy, '
After the Communism course the first group in the int_egrated
program was givén a two-week course called "The American Heritage. "
The concept of this course was developed by_ then25X1A
chief of the Intelligence School, and approved by Baird., At first glance
the rationale behind thé concept appeared to be sound: after learning
of the mission of US intelligence and the Agency's part in it, and after
studying the enemy and the nature of his threat to the American Way of
Life, the JOT's should leaf‘n exactly what it was that was being threat-
ened -- what, that is, intelligence had to defend; and because the JOT's
were extremely intelligent young péople with outstanding academic rec-
ords, the teaching had to be done at a highly sophisticated level, using
the best brains available in the country brought in frpm major univer-

sities and high places in government.

' - : -117-
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While the American Heritage course was in the planning stage,
some seniér OTR instructors, all of whom were invoh}ed in the develop-
ment of the integrated program, * raised eyebrows and scratched heads
after a second look at this rationale. If, indeed, the JOT's were
extremely intelligent young ‘peoplé' with outstanding academic records --
most of them in the fields of political science and history ~- couldn't
they bg expected to know and understand the traditional values of the
American Wayr of Life? Was it necessary or profitable to devote two
full weeks and the.bestA brains of the country to the review and embel-
lishment of what they. already knew? Such questions were raised and
summarily dismissed as the unenlightened views of small men with

little vision. Planning went forward; comprehensive reading lists were

compiled, and letters of invitation to speakers -- prepared for the D%'%A

signature -- were drafted. I dcsignated himself as chief instruc-
tor of the course, and most of the preparation work was done by JOT's

already on board awaiting the beginning of the first integrated program.

* One of these, of course, was the writer of this history who was chief
of one of the Intelligence School faculties at the time.

| | ~118-
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| A few days befc;r_e the program began i.n October 1958 the

American Heritage ran into trouble. The lead-off guest speaker was
to be a distinguished -- perhaps notorious -- professor of political |
science in a prestigious eastern university. The letter inviting him to
speak was sent throuéh chahﬁels for the DCI.'s signature and Wa..s soon
bounced back to OTR@nsigned. It seemed that the academic gentleman
addressed was at that time in great disfavor with the Administration,
and in high places in the Agency it was decided that it would be unwise
to extend an invitation to him, It appeared also that some of the other
best brains on the guest speaker list might be politically tainted, and
it was suggested to OTR that the guest-speaker level be lowered to a
safer plane.* This was doné, and the American Heritage course was

given sans best brains for the first integrated JOT group. %%

* In his 1971 recollections of the evolution of the JOT program,dﬂA

notes that ""one idea, eventually turned down by the DCI, was to have
the class addressed by a number of distinguished citizens of various
political and philosophical persuasions.' 122/

#% The course was abandoned after the first running, and some ele-
ments of it were incorporated in the expanded Intelligence Orienta-
tion course for JOT's,
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After the American Heritage the group was given a five-week
Iﬁtelligence Techniques c'our'se, essentially the same ITC that had been
ldeveloped in 1956, The majbr change made by the integrated program
was that all JOT's -~ not only those interested in intelligence research
and production -- took the course. The reasoning was that all JOT's,
regardless of their eventual assignments, should have a basic under-
standing of the processing of intelligence information and the production
of fi‘nished intelligeﬁce. The ITC was a do-it-youi‘self course; all of the
instruction -- the presentation of problems and the detailed critiquing
of solutions -- was done b‘y members of the Intelligence Production
Faculty of the Intelligence School.

| After the ITC'came the Clandestine Services Orientation (CsO),
a two-week course devoted td the missions and functions of the DDP.
Like the ITC, this course was required of all JOT's -- on the basis of
the same rationale: those JOT's who would not later be assigned to |
the DDP should have a basic understanding of clandestine operations

as an essential part of the Agency's mission.* The CSO was given by

* The requirement that all JOT's take both the ITC and the CSO was
also an early attempt to break down the parochial barriers that had
always separated the overt and covert sides of the Agency.
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the Headquarters Training Staff of the Operations School and made use

of guest speakers from the Clandestine Services, seminars, and case

25X1A
" studies.

The nine JOT's who ''entered specialized training in Research'

went into the 12-week Intelligence Production Course (IPC), a new -
course developed by the Intelligence Production Faculty of the Intelli-

gence School. The IPC was designed to provide for those JOT's who
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were to be assigned to the various components of the DDI an in-depth
coverage of the missions of each of the DDI Offices and the methods
employed to meet those missions. The course was composed of back-

ground lectures; visits to the components for observation of, and brief-

ing by, the working analysts; practical problems related to components'

work; seminars for review and discussion; and a final research paper
on a major intelligence problem. One significant aspect of the course
was the fact that several instructors took part continual'ly, and all of
them had had at least‘four yéars of working experience in a DDI com-
ponent.

The first running of the integrated program -- with the excep-
tion of the American Heritage phase -~ was judged successful by the
DTR and the JCT staff, and it set the general pattern for JOT training
thereafter.l There were, of course, many minor modifications and

some major changes. The more important of these are described in
25X1A

the following paragraphs.

-122-
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The next major step in the expansion came in March 1964. By

that time the concept of bringing in all new professional employees of

‘the Agency through the JOT program had gained popularity in some

influential quarters -- not, however, in OTR. A part of this concept

. was the conviction that the eventual component assignmentg of all JOT's
'sho_uld be determined at the time of EOD, This conviction was not
sha.red by the JOT program staff; they felt that such action would defeat
'lc.)ne of the major objectives of the program -- placemgnt after demon-

 strated competence for and interest in the specific job. In a,ﬁy event,

in March 1964 the decision was made by the DDS and the Executive

Director to increase the number of annual JOT classes from two to

four, the nurﬁber of JOT graduates each year _ and the 25X9
authorized personnél ceiling for JOT's|jll per year. 130/ To imple25X9
ment this decision plans »weré made to begin classes in July 1964 and

in January, March, and October 1965. The July and January classes

would have about [l JOT's in each, most of them to be assigned even-

tually to the DDP; the March and October classes would have about [l 25X9

JOT's in each, all of them having been specifically,designated for

assignment to the DDI, the DDS, or the DDS&T. 131/
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) The four-classes-per-year system was put into effect, but
recruiting fell far below the established goals, and the individual
classes were much smaller thaﬁ the plans stipulated. The concept of
bringing in all professionals through the JOT program faded away -=
not because of opposition from OTR but because of the realities of
recruiting to fill specialize& jobs iﬁ the DDI and the DDS&T, jobs that

had to be filled by people with maturity and experience considerably

above the JOT level.

D. The DDS Program

1. Background. During the first three years of the JOT program

the orientation of the training was entirely toward the DDI. Beginning

late in 1953 the DDP became interested in JOT graduates, and from

that time through 1965 the program became a major source of young
officers for DDP assignfnent with as many as 80 percent of the gradu-
ates going into the Claﬁdestine Services. Although a few graduates
went to the DDS during the 1951-64 period, the program did not develop
a DDS-oriented phase until late in 1964. The need for such a phase,
however, had been suggested by the IG as early as February 1961. In

a report of a survey of the Office of Logistics, the IG recommended

- -126-
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that 'the Director of Training increase the emphaeis on logistics,
especially as applied to station and project management, in the Junior
Officer Training Program. " 132/

Although the IG's report mentioned only logistics, it was the

first official suggestion of the wisdom of iﬁcleding support training in
the JOT program., The only recorded OTR reaction to the IG's recom-
mendatien caxﬁe from__then the JOT Progré.m Coordinator. 25X1A
. In an August 1961 report he referred ;co the IG's recommendation,
describéd.the support coverage in the program at that time, and con-
- cluded that coverage of the logistics function "is adequate in the train-
ing program currently given to all JOT's." He added the statement
that specia.l. courses in logistics were open to JOT's after they com-
pleted the program. 133/

2, Planning. From f’hat time until March 1964 there was much
talk of support training becoming a part of the J'OT program, but there
was no action, In early March 1964 there was a meeting. of the chief |
of the iﬁtelligence School, the chief of the OTR Plans and Policy Staff,
and a rﬁember of the DDS Administraﬁve Staff in which there was ''pre-

liminary discussion'' of a support services segment of the JOT formal

~ training program. 134/ There is no record of what prompted this
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meeting, but there is a record of a follow-up meeting in which the prob-
' 25X1A
able reason for the first meeting was surfaced. On 1 June 1964*A

B o: the Headquarters Training Staff of the Operations School, ﬂb\

X1A
I : th.c OTR Plans and Policy Staff, and ﬁ)ﬂp\

_of the Office of the DDS met to discuss a "Suppoxnc1A

- Services portion of the JOT Program.' 135/ The record of that meeting

states that "discussion revealed that the DDS wants JOT's to qualify for
' éhief of support at s—ina.ll stat.ions. " The meeting closed with the agree~
ment that OTR would begin to construct the kind of program that the
DDS wanted. |

3. The Support Services Course. By the middle of October 1964

OTR ha;d completeqfl the planning, and the DTR submitted to the DDS an
outline of the proposed Support Services Course. 136/ The course was
to cover eight weeks and would be given in two phases. Phase one was
a five- to eight-day coverage of administrative concepts, support poli-
cies, .and the mission and prganization of the DDs. Phase two was to
last from six and one-half.to seven weeks and cover practical aspects

of field administration with emphasis on support at small stations --

- personnel, finance, 1ogiétics, and security -- and the teaching methods

would be practical exercises, case histories, and a comprehensive

-128-~
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problem. The plan was to offer the course twice each year, at the
conclusion of either the 18-week Operations Course or the 6-week

Operations Familiarization Course. The first running was scheduled
| ’ 25X1A

for 25 January 1965.

. -129-
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F. Language Training

As noted earlier, one of the basic objectives of the original pro-
fessional trainée program was to develop the foreign language capability
of the trainees so 'that all of them would have a working fluency in at
least one foreign language. The first group of trainees, the group that
began the program in July 1951, devoted half of their training time to
the study of Russian. This pi‘actice wa s séon ak}andoned, partly because
of the difficulties that developed in administering and controlling the
language training i‘n. an external facility and partly because £he need for
‘RuSSian language competence in the Agency turned out to be much less
" urgent than had been anticipated early in 1951. Thereafter there was
no clear.ly'defined language training policy in the JOT program. Some
JOT's were assigned to language training after they had completed the
program and ﬁad been assigned to ope'rating components -~ usually to
meet the specific language needs of the individual components. Some
JOT's took after-hours language training while they were in the pro-
gram =-- usually to maintain a language competence that they had had
when they came into the Agency. In short, the language training
aspect of the JOT program became peripheral and incidental. For

example, during the 1953-56 period only about 10 percent of the JOT's
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haé taken language training of any kind, 146/ and most of these had
taken their training in the "soft" languages -- Spanish, French, and
German.

An OTR staff study of the management of the JOT program early
in 1960 laments the lack of a language training policy in the program
and suggests that oné reason for it can be the fact that the Agency had
" no stated policy on language competence. 147/ The study also points
out that although the professional recr‘uiters in the field look for JOT
cgndidates with foreign language competence, such competence cannot
be made a condition of employment; if it were, the study says, ''future
classes will simply shrink in size unless standards are lowered in
some other, very likely more important, direction." The study then
goes on with a strong recommendation that a language competence policy
be established in the JOT program making certain levels of fluency a
requirement for completing the program.

No actioﬁ was taken on the recommendation, and language training
continued ds a ha.phazard activity., There was, of course, some excel-
lent langﬁage competerice‘ among the JOT's. In 1958, for example, the
chief of the program reported that he had nominated ten JOT's with

fluency in Russian and Czech as possible interpreters for visits of
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delegations from the USSR and Czechoslovakia on cultural exchange
programs. 148/ There is no record of whether or not any of the nomi-
nees were accepted. Among the JOT's there was enough language com-
petence to permit cashing ‘in on the "Language Incentive Awards Pro-
gram., "% In March 1960, for example, the chief of the program reported
that between October 1959 and March 1960 JOT's had been awarded a
total of.$1', 200, most for German, Spanish, and French. 149/ In August
1961 the DTR reported that during fiscal year 1961 twenty-three JOT's

had been given 31 language awards totaling $2,662,50, 150/

G. On-the-Job Training

In the original concept of the JOT program, on-the-job training
was equai, perhaps greater, in importance to the formal training pro-
gram. During the first two years, when the JOT's came on board indi-
vidually when available and were entered into regularly scheduled
courses when those courses started, an attempt was made to assign
the JOT's to desk training during the intervals of waiting. This, of
course, didn't work, Supervisors were reluctant to take nonproductive

bodies for short periods of time, there were not enough JOT staff

% See OQTR-9.

_ ’ -134-
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officers to help the JOT's .find short-term desk assignments, and at
that time DDP components would have nothing to do with JOT's -~ they
were all secilrity risks. Even on-the-job assignments for the JOT's
after completion of. the formal training program were hard to come by; :
The program had not yet proved itself; and although some supervisors
were glad to get bodies that 'didnl't encumber thei:r slots and put them
to work doing clerical chores; very few were willing to do any actual
on-the-job training. 151/ |

In April 1953, however, the JOT staff developed a '"coordina ted
program'' for on-the-job training, a program whereby the JOT staff
wouLl_d arrange for a desk assignment for each JOT who completed the
formal training. / In conjunction with the JOT staff member, the
supervisor wrote out the elements of training that would be given the
JOT on the desk assignment and set a definite period for the training.
At the end of that period. the supervisor would notify the JOT staff of
the component's decision about keeping the JOT and assigning him to
a position on the component's personnel table of organization. In his

1971 retrospective review of the JOT program,-describes the 29X1A

~ development and the principles involved in it, Because that
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description reflecté so well both_philoaophy of training and hig5X1A
'pers"o‘nal dedication to the.J'OT program, it is attached to this paper as
| Appendix C, 2
H. Addenda

There are two factors related to the JOT program that should be
mentioned at this point but do not warrant discussion in detail. One is
the performance eiraluation of the JOT's conducted throughout the for-
mal training program, and the other is the change of the name of the
Jﬁnior Officer Training Program to the Career Training Program.

l. Performance Evaluation. In his original proposal for the

e-stablishment of the professional trainee program the DTR made it
abundantly clear that the traifxee's performance in training would be
closely observed and frequently evaluated; his retention in the program
and his continued employment with the Agency would depend on the
quality of his performance. This principle was upheld throughout the
1951-66 period, and performance evaluation and the reporting of it was
one of the important duties of all instructors involved in the program.,

In his 1956 report of a survey of the JOT p.rogra,m the IG wrote, '"While

* P, 210.
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attending i:'raining courses, the f.rainee is under constant observation.
His work is evaluated by the instructors and reports of his progress
are submitted to the JOT Division. "

The methods of evaluation varied with the individual training
courses, and the methods chang_ed from time to time over the years.
In the 'Intel'ligence Orientation course, for e‘xample, there was little
actual student performance that could be evaluated during the course,
and the evaluation was done on the basis of a final examination alone.
In the Intelligence Techniques course, on the other hand, there were a
dozen or more specific problem-solving exeréises, and each was cri-
tiqued and graded. During the early years of the prografn the fitness-
report scale was used as the basic evaluation device. In the late 50's
the "WAPSO scale" was introduced and used in all courses in the pro-
gram. This device established five 1evelslof performance -~ weak,
adequate, proficient, strong, and oﬁtstanding. There were times dur-

ing the 1951-66 period when narrative evaluations were required --

written analyses of the JOT's performance stressing strong points and

weaknesses. In the tradecraft courses given | N o 25X1A
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”murder.session” wa's,often used -- all instructors in a course would
get together and discuss the performange of each JOT and arrive at
some common ground for evaluation.
Necdless to say, there was never full agreement among the
OTR schools, the JOT staff, the A&E staff -- which worked closely
with instructors in the evaluation procedure -- and even the instructors
in a single courée about the best methods of Vevaluation. An accepted
system such aé.the WAPSO scale, for example, could mean quite dif-
ferent things to different instructors; and no system of evaluation could
be free from the élement of subjective judgn’ient. Perhaps, after all,
it didn't really matter .very much what system was used or how it was
~used. The JOT's knew that they were being evaluated, and they per-
fornied accordingly; and the members of the JOT staff, who had to make
the final decisions in which the evaluations played a part, knew the stu-
dents well, knew the instructors well, and were quite capable of evalu-

ating the evaluations.

2. The Name Change. In April 1965 the name of the JOT program
was changed to the Career Training Program. The name change actu-
ally had no effect whatever on the program itself, but the rationale for

the change -« at least that part of it that can be reconséructed from

” -138- .
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document‘s and memory -- is interesting and warrants mention here.
As noted above, there was for a time a conviction in medium high places
in the Agency_ that all new professional employees should be brought in
through the JOT program. It occurred to someone -- his identity is
not recorded ~-- that some of the new professionals would be.specia.lists
more méture than most JOT's and might be reluctant to accept jobs
with the Agency if it réquired entry with a "junior' stigma; ergo, the
"junior' must be éradicated._

The first step in th¢ eradication procedure came in January
1965 v;rhen _ then chief of the JOT program, met with severgl5X1A
O/Pers officers, including the Director of Personnel and the chief of
the Personnel Précureme_nt Division, to discuss the wisdom of changing
lthe .Ina'me of the program. 153/ The group decided that it would be wise
to change the name and agreed to recommend to Colonel Lawrence K.
White, then the DDS, that the name be changed from the Junior Officer
Training Program (.TOT.P) to the Career Selection and Training Pro-
gram (CSTP). The recommendation was made, and at some point

between submittal and approval the ""Selection' was dropped and the

program became the CTP,
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'+ V. Placement after Training

A. FEarly Procedures

1. Summary through 1955, The géneral procedures, those

developed during the early years of the program, for the placement of
JOT's after the completion of formal training and on-the-job training

have already been mentioned in various sections of this history. Per-
haps the best general summary of those procedures is that given by the

IG in his February 1956 report of a survey of the program conducted
late in 1955

In making the initial assignment the directors of the JOT Pro-
gram take into consideration the aptitudes and desires of the
trainee and make every effort to place him in the most suit-
able position. Arrangements are made with the appropriate
supervisor to take the trainee into his organization for a
period of from three to twelve months to give him an oppor-
tunity to learn its functions by participating in them. This
method of assignment on a trial basis benefits both supervi-
sor and trainee. During this period of employment the
trainee prepares progress reports at regular intervals for
the JOT Division. The supervisor also submits reports to
the JOT Division describing the trainee's activities and evalu-
ating his performance. Both of these reports are prepared
in narrative form which keeps them from being stereotyped
and hence more valuable, [*]

* It must be assumed that the IG meant that the reports were more
valuable because they were not stereotyped.

‘ ~-141-
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While in the job assignment, the trainee remains on the T/O
of the OTR. This provides the JOT Program with the ability
‘to make assignments without the need for submitting to the
time-consuming delays of normal administrative processes.
It also permits the assignment of trainees to any component
without regard for the limitations of personnel ceilings. This
method provides the JOT Program with unusual flexibility and
mobility in making assignments. It is, of course, subject to
abuse by shortsighted supervisors who view it as a means of
acquiring a high calibre employee at no cost to them. It also
tends to become a form of paternalism in that the trainee is
not exposed to the competition of his fellow workers and can
always retreat to the shelter of the JOT Program and request
reassignment if the situation is not to his liking.

In another section of the report the IG gives figures on the
‘componenfz distribution of JOT graduates as of 31 August 1955. At that
time a total of 139 had completed the program: 85 had been assigned to
the .DDP staffs and area divisions, 43 had been assigned to the Offices
of the DDI, and 11 had been assigned to the Offices of the DDS. Also at
that time there were 43 JOT's in a training stai:us and not yet assigned.
It should be noted that all of the 85 assigned to DDP components had
been so assigned after 1953; before that time the DDP was not interested
in the product of the program, and all of the graduates went into the
DDI components. Actually, then, from the beginning of 1954 through
August 1955 the DDP-assignment trend became firrnnly established é,nd

set the pattern for assignment thereafter.
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2. Weakness in the System. The IG did not identify the prepon-

derance of DDP assignments as a major cause, but he did point out that
there were certain faults in the‘assignment system. In thé paragraphs
quoted above ‘he qualified the advantages of the system by mentioning
abuses by ''shortsighted supervisors' and a form of "paternalism. "
Latér in the report, he describes the placement system as "too hit or
miss" ana debendent upon the temporary needs of components as
opposed to a ''scheduled program based on prior sfudy of the profes-
sional requirements of each .major Agency component resulting from
normal attrition.'" He poinf:s out that a scheduled program for the
placement of JOT's after training would necessarily involve a scheduled
program for the recruitment of JOT's and the systematic entering-on-
duty of a predetermined number of JOT's each year. His specific
recommendation is directed toward that end:

That the DCI direct the establishment of quotas to govern the

recruitment of career trainees for each of the three major

components of the Agency, 1i.e. DD/P, DD/S, and DD/I; such

quotas to be directly proportionate to the professional attri-

tion rate of each component.

Perhaps because the recommendation was directed toward the

' recruiting phase of the program rather than the placement phase, no

immediate official action was taken toward establishing a system of
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(_:ompenent quotas for placement of JOT's after training. An early 1960
OTR stﬁdy of the program applauds the work of th"e JOT staff in finding
‘proper post-training assignments for JOT's but laments the lack of a
sound placement system. 154/ The study recommends that each ma.jor
component be '"'properly tooled up'" for the assignment of a specific
number of JOT graduates eech year and that the requirements for the
‘graduates be.brought. into '"close balance' with the supply. The study
assumed that the DDI and the DDS could do these things "in stride" but
"fhe DDP will likely haye trouble until its assignment system is more
tightly centralized. " By the end of 1959, then, no practicable system

. of placement quotas had been developed.

B. Development of Requirements

1. Informal Estimates. Early in 1959, however, the JOT sta ff

had made informal and unofficial arrangements with the individual DDP
components to submit estimates of their JOT graduate requirements.
In March 1959 the JOT staff reported that the "tentative'' requirements
submitted by DDP 'components for the JOT's who would finish the cur-
rent OC in August were much greater than the total number of JOT's

in the class and that the staff had requested the components to place
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priorities on their requirements so that an equitable distribution could
be made. 155/ Obviously the estimates of requirements had been made
without reference to the available supply.

In February 1960 the JOT staff tried to approach reality by
estaslishing its own quotas for component assignments. On the basis
of the number of JOT's in a training status at the time, the staff judged

that during calendar year 1960 there would be 123 program graduates

and that 90 of these would be assigned to the DDP, 25 to the DDI, and

_ eight to the DDS. 156/ ,1

———

2. DDP Action. Apparently this show of unilateral realism moved

the DDP to take action on the problem. There is no record of the chan-

nels through which the pressures were applied, but in June 1960 the

Deputy Director for Plans officially directed Panel C of the Clandestine
Services Career Service Board to coordinate the placement of JOT
graduates in the DDP. 157/ The panel was ordered to canvass the staffs
and area d;ivisions and get firm commitments for both on-the-job train-
ing and pefmanent assignments for JOT's; the panel was also to ratify

the transfer of all DDP-assigned graduates from JOT slots to DDP

slots.
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25X1A

C. Expansion of Requirements

l. New Consumers. Between 1960 and 1966 new requirements

were levied on the JOT program by Agency components that had not
previously taken JOT graduates. Several of the administrative units
of the Office of the DCI requested the assignment of JOT's; the DDI

Office of National Estimates requested assignment of one JOT; and
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Foreword

In preparing the material for the writing of this report on the Jun-
jor Officer Training Program, the historian was confronted with an

_ embarrassment of riches. The records of the origin of the program

and its later development have been kept with meticulous care and nice
discrimination; all of the basic documents were preserved, key papers
related to change and expansion were kept in logical order, and notes
on significant details were retained to lend color and life to the chronol-
ogy. The historian's tasks here were basically those of selection, inter-
pretation, evaluation, and -- finally, of course ~-- the compression of a
host of documentary information into a coherent and readable story.
Whatever success he may have achieved should be credited to those
unheralded people who, over the years, have kept the records of the
Junior Officer Training Program with what must have been a feeling of
personal involvement.
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THE JUNIOR OFFICER TRAINING PROGRAM

1950 - 1966

L 'Origin and Early Development

A, lBackg_round

The origin and early development of the Junior Officer Training
vPrograrr.l (iOTP) can best be described against the background out of
| which-the program arose. Ina real sense, the program was a product
of the pressures of the time., The féll_owing paragraphs identify those
pressures and déscril;e the responses to them.,

1. The Agency Climate, October 1950. On 7 October 1950,

~ when General Walter B. Smith became the Director of Central Intelli-
gence, 1/% lCIA was little more than three years oid and was still in a
stage of organizational infancy. Rear Admiral Roscoe H. Hillenkoetter,
whom Smith succeeded, had been DCI both before and after the activa-
tion of CIA in Septembér 1947 -- before, of course, as the director of
the Central Intelligence Group -~ and had nurtured the new Agency
through the early formative years. Smith faced the probiem of bring-

ing the Agency to maturity and building an organization that would have

* For serially numbered source references, see Appendix D.
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the full .capability of meeting the respénsibilities outlined in the
National Security Act of 1947 and satisfying the many and varied
requirements implicit in those responsibilities -- requirements' that
appeared to multiply geometrically with the advent of the Korean War.
In Oétober 1950 most of the intelligence officers in the Agency
were men who had served in the Office of Strategic Services during
World War II, had stayed with the Strategic Services U_nit after OSS
- was abo.lished, and ha.d‘con;le to CIA through the short-lived CIG
ovrgani.zation. They were competent, experienced intelligence officers,
but they constituted only a cadre; the cadre was quite capable of pro-
viding the leadership needed at the time, but there was no reservoir
of experienced manpov{er‘from which future leaders could be drawn.
Neither was there, of coursé, any facility -~ either academic or
government ;— capable of developing a reservoir of trained intelli-
gence officers. |
At the t1me, the Agency did have an excellent training com-
'~ ponent, the, 0s0O/OPC Training Division (TRD), but the work of the
TRD was oriented toward specialized training in the specific skills
nece;ssary' to the conduct of clapdeétine activities. There was no

systematic program directed toward the recruiting and training of

_ -2-
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peOple for the inte'lligenee profession. Smith was faced, then, with
the problem of building fof the future without a reliable source of
building materials. The establishment of the JOT program was a con-
crete menifestation of his deterfnination to solve the problem.,

2. The Appointment of Colonel Baird.* An interesting example

of the development of organizational mythology is the generally'
accepted belief in the Agency, particularly in OTR, that late in 1950 |
Smith arranged with the US Air Force to have Colonel Matthew Baird
recalled to active duty and assigned to the Agency to organize and
develop a program designed to train people for the intelligence pro-
fession. Baird himself had no part in the generation of this myth;
indeed, he did everything that he could to dispel the illusion. It per-
sisted, however, and actually it did no real harm; but the historical
record need not be garnished with myth.

Baird was on active duty with the US.Army throughout World
War II, primarily as a troop commander in the Pacific Theater of
Operations. After the war, he was detached to inactive-duty status,

and when the US Air Force was established in 1947 he became a

% The factual information in this section is based on Matthew Baird's
recollections of the period. 2/
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member of the Air Force Reserve. After the outbreak of the Korean
War in the summer of 1950, Baird was recalled to active duty, and in
November he reported to the Pentagon without any knowledge of what
his assignment would .be.

At the same time that Smith was appointed DCI in October
1950, William H. Jackson, a prominent New York attorney who had
served the government in an important civilian role during World War
11, was‘ appointed Deputy to Smith. * Jackson an.d Baird had been room-
mates at Prinéeton‘University during their undergraduate years and had
continued a close friéndship thereafter. Jackson knew, of course, that
Baifd had been recal].ed to active duty and had not been assigned; he
also knlew that Baird had had experience in the administration of edu-
cational programs and had, in his military role as troop commander,
demonstrated a high capability in the direction and management of

people.

% Jackson resigned from staff status in the Agency on 23 August 1951
but continued to serve as Special Assistant and Senior Consultant
to the DCI. He was followed in the DDCI position by Allen W,
Dulles. ' : .

. = : o
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" The 5uxtaposition of the two events -- Baird's recall to active
duty and Smith's urgent need for a man to develop and manage a career
B development program -- waé a fortuitous one, and Jackson took the

logical step. He recommended that Smith take the action necessary to
have Baird.assigned to the Agency under the established Air Force
éllotrﬁent of officers to CIA., During November 1950 Jackson arranged
to have Baird meet Smith -~ without informing Baird of the real reason
. for the meeting. There followed two or three other meetings, osten-
‘sibly social ones, during which Smith and Baird discussed -- within a
mofe--or-less abstract military context -- the problems of officer
developmeﬁt and career management.

" During éhis period Baird was waiting for the Pentagon's
decision on his assignment; according to his recollection of the gitu-
v.ation, he was completely sur.prised when Smith told him what that
assignment would be. Apparently neither Baird nér the Agency waited
for the official pa.pefs on the as signment. Thefe is in official files a
document -- cited in the following section of this history -- obviously
prepared by Baird and dated 30 November 1950 and CIA General

Order 38, "Designation of CIA Officials," dated 1 December 1950,

-5
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lists Baird as Director of Training. Baird recalls that the Air Force
orders assigning him to the Ageﬁcy carried an effective date of
2 January 1951, Whatever the cause of the discrepancy -- faultir recol-
lection or bureaucratic expediency -- it has no beaﬁng on the origin of
the JOT program or on the emergence of the career service concept of
which the program was a part.

There was, however, another factor in the appointment of
Baird that did have a bearing. That was Smith's decision to bring into
‘the Agency'from,the outside a man to develop the career service,
There .wa.s in the Agency at the time a Personnel Office with a compe-
tent senior officer in charge, and career development was a standard -
function of the persdgnel component of an organization -- including
military organizations. The probable explanation of Smith's deviation
from standard practice is that the senior personnel officer was not a
military ‘n;marl, and Smith felt that only a military officer could do the
kind of job he .wanted done. The conseqﬁences of Smith's action were
serious and lasting. Most of the senior officers of the Agency at the
time were members of the 0SS alumni club; Baird was an intruder --
without any intelligence experie_nce.whatev.er -- brought in to d§ é job

that could have been done by a member of the club; he was looked upon

-6-
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as Smith's '"boy," and the club members resented him. This resent-
ment was open and obvious during the early years of Baird's service
with ‘th'e Agency, and vestiges of it were apparent in the years that
followed. Undoubtedly it was a major factor in the rough treatment
i:hat most of the sénjor officers gave to Baird's formal proposal for the

establishment of a career service in the Agency -- a gituation that is

described in some detail in an earlier history.*

3. Emefgénce of the Career Service Concept. sk Unfortunately,
| but understandably, no records Qere kept of the informal diacussioﬁs,
both before and after Baird's appointment, in which Smith described
for Baird his c’oncept of what an Agency career service should be.
Such records might have explained the motivations behind some of
Baird's subsequent actions --.la.nd, of course, might have identified
the ofig_in of tﬁe troublesome ''elite corpé" label, which is revie‘wed'
below. In any event, there were a number of such discussions; and
before Baird took any action at"all, he was thoroughly familiar with

Smith's ideas and desires.

% OTR-5, pp. 26-33.

% The undocumented information in this section is based on Baird's
recollections. See footnote, p. 3, above.

3 | . ‘ - 7 - .
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These. ideas and desires first appeared in document form in
a 30 November 1950 paper prepared i)y Baird and submitted to the
"Executive' (a title w}aich was changed in December 1950 to Deputy
Director for Administration -- DDA), under whom Baird’s program
was initially placed.* This paper was a "Préposal” of the function of
the Director of Training (DTR). 3/ It reflected Smith's conviction that
the DTR should be '"responsible for developing and directing all Agency
training programs, ' and it listed two specific functions, The first of
these was the DTR's respoﬁsibility to '"design, establiéh and direct a
program for'the pre-employment selection, guidance and development
of indi-viduals., for careers' in the Agency. The second was the responsi-
bility to "dresign, ‘direct the establishment of, and supervise an orienta-
tion and -vin-se'rvice training program for all staff employees, "

The first of these two proposed specific functions contains all
but one of the baéic elements of what later became the J"OT Program:
pre-employrﬁe_nt selection, guidé,nce, and dévelopment; the one element
that is not included is post-training job placement. The paper's brief

_ descriptibn of this first specific function contains some elements that

* In 1952 the Office of Training was removed from the DDA area, and
the DTR reported directly to the Office of the DCI.

: _ o : -8-
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were not subsequently adopted as parts of the JOT program: the
tailoring of an individual ”develépment" program for each of the train-
ees, and the selection of trainees ''no later than college gréduation
(or its vocational equivalent) but in most cases not later than the
sophomore year,' Between 30 November 1950 and 3 July 1951, when
a rﬁore detailed proposal was submitted, both of these elements were
dropped. * The 30 November 1950 proposal was marked "O, K., ' and
initialed by the DDA,. Murray McConnel; and Baird began immediately
to put the first function into action, By mid-July 1951, a group of
professio'nal trainees had been recruited, screened, selected, and
entered on duty in a training status, %%

Having initia‘,ted action on that part of Smith's career service
concept that could be started without getting enmeshed in the Agency's
complex coordination machinery, Baird went to work on a detailed
proposal for the creation of a career service development program.,
By the end of June 1951, the work had béen complete_d, and on 3 July

the DTR submitted to the DCI "A Proposal to Establish and Implement

* See below, p. 43,

** See below, p. 13.

“m
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z; Cé.reer Corps Program in CIA." 4/ This was a 72-page staff study
of which the first 18 pages were devoted to discussion; 18 appendixes
followed. In es‘senc.:e, the study proposed two programs which, to-
gether, would constitute the Career Corps Program: a program to

"select, recruit, and train young men and women of great promise,

| and to place them in the Agency where they will be of the greatest use"

and a program to ''devise a method of identifying those employees of -
the Agency who have the highest potential for-further development; to
train and rotate them within and outside the Agency in such a way that
they will dev.elop the greatest usefulness to the Agency; and to place
them in the most important positions.' 5/

| The first of these two programs, of cou.rse, was already in
motion at the time the staff study was submitted. The second ran into
rough going at the outset and ~- except for a short-lived adaptation of

it 'undei' the direction of the Office of Personnel* -- never did develop

" as Baird had proposed. As noted above, %% the problems of the second

program, identified as the '""Career Corps Candidate' program in the

% See below, p. 74.

%% See footnote, p. 7, above.

. : ' -10- o o
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staff stﬁdy‘ -- are discussed in an earlier historical paper and will be

discussed here only to the extent that the program affected or was

"affected by the JOT program, which is identified in the staff study as

the ""Professional Trainee' program. It would be of interest, however,

' to mention at this point that the problems of the ""Career Corps Candi-

‘date' program were foreshadowed very early in the game., After

Smith received Baird's 3 July staff study, he sent it to the Assistant

" Director for Personnel for comment; implementation of both phases of

the overall career corps program would require the closest coordina-
tion of the training office and the personnel office, On 24 July the
Ass_istaﬁt Director for Personnel, Brigadier General F. Trubee

Davison, USA, responded to the DCI. 6/ In the fourth paragraph of |

_his memorandum, he said that he was '"in hearty accord with the pro-

posal, subject to the above minor qualifications. . ." The minor

qualifications included‘one that said,

Because the Agency is generally understaffed now and in
order to gain the essential cooperations of the Assistant
Directors, I suggest that rotation of the present Agency
employees selected for the Career Corps be delayed until
operating offices are nearer to their table of organization.
goals.,

. ‘ ’ ) B 1 1 -
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Davison"‘s memorandum was returned to him with a "lst Indorsement'":
"I do so approye; W.B.S. "‘ The delay, then, was recommended and
approved; and thereby hangs the unhappy tale of the gradual demise of
a pért of the career corps concept. The other part of it, however,
was very much alive.

B. The First Professional Trainees

Following the DDA's approval of Baird's 30 November 1950 pr‘o.-
- posal of the functions of the DTR, a personnel allotment of 100 "pro-
vfessiona‘l trainee' positions to be filled from. "academic sources' had
been granted to O.TR‘. 7/ The Agency's field recruiters had been

informed of the new program, and Baird and his chief assistant at the
' ‘ 25X1A

~ time, _had established informal contacts within

‘th‘e faculties of several dniversities. By March 1951 recruiting was
in progréss; by-'April a general program for training the recruits had
been designed; and the first training was scheduled to begin on

9 July. 8/ The following paragraphs will describe the general back-
grouna and qualifications of»the group that entered this first program,‘
.’che content of the training given them, and thg management of the

program,
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1. Background and Qualifications., The first group of profes-
sional .trainees began the training program on 9 July 1951, as sched-
uied.: There were 17 people in the group, 16 men and one woman.

The youngest student was 21; the oldest was 28; the average age was |
24, All of them had .Bachelor degrees, three had M, A.'s, and three
had LL.B.'s. The colleges and universities they had attended were
Harvard, Yale, Princeto.n, -Williams, Syracuse, Wesleyan, George
Washington, Smith, Oxford, Wisconsin, and Denver. Seven of the
students had majored in Political Science and five in Economics; the
other major fields of vs.tudy' were English, Law, History, Psychology,
Philc;so.phy, F'rench Literature, and Pﬁblic Administration. Within
t_:hé gioup_there was some degree of fluency in Latin, Greek, French,
German, Spanish, Poftﬁguese, Russian, and Norwegian., Nine of them
had completed military service, and eight had had foreign residence or
travel.

In a general sense, this first group .established the pattern of
backgrounds a.nd qual.ifications that was to characterize the JOT pro-
gram thereafter. In later years there was, of course, a great
increase in the number and geographical spread of colleges and uni-

versities represented, and there was an increase in both the average

Approved For Release 2001/07/12 : -00708R000300100001-5
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age level and the relative number of graduate degrees. It is altogether
rémarkable, however, that only seven months after the junior profes- |
sional tr.ainee concept had been approved, standards and procedures
had Been established and a group of prototype trainees had been
recruited and.processed and entered into a training program.

2. The Training Program. The original program designed for

the JOIT 'g% called for 14 weeks of formal training and two or three

months of ox;hthe-job training. The 14-week segment of the program
consisted of mornipgs de\.roted to the study of the nature and function of
intelligence and afternoons Vspent in study of the Russian language. The
students were enrolled in the Basic intelligence Course then being

given bj the Training (Overt) component of OTR. The Russian lan-

guage study was done _ with which OTR had 25X1A
gstablished an external training contract; at Ehaf time, the Agency had |

no internal capability for foreign language training.

* This term was not applied to the junior professional trainees in 1951;
it is used here in the interests of convenience and clarity. The
first term used for the group was '"Career Corps Candidates' (p. 11,
above). The JOT designation was first used in September 1952 (p.
92, below). In April 1965 the designation was changed to CT -~
Career Trainees (pp. 51 and 138, below). The term.used for the
. program was changed in the same sequence -- from Career Corps
Candidate Program to Junior Officer Training Program to Career
Training Program. )
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" The on~-the-job segment of the training program bégan after
- the ‘comple-tion of the 14 wegks of formal training. The students

retained their OTR personnel slots and were assigned to the Agency's
substantive divisions for p'e_riods. of timne usually determined by the
divisions. At the completion of the period of on-the-job training, the
students were assigned to the divisions in which they had been working,
if the aésignment was mutually agreeable, 61‘ were given a different
on-the-job tra;ining a;ssignment if such a course seemed warranted.

' -‘The posf-training duty_ assignments of the first gxloup of trainees were
all to non-clandestine components of the Agency. At that time, there
were still formidable barriers between the Agency's overt and clan-
destine elements; not until early 1953 did the Clandestine Services

begin to accept JOT's.

3. Program Management. The management of the first group of
JOT's was initially handled by Baird and his chief assistant, _5X1A
-- both of whom, of course, had other jobs to do. It was apparent

from the outset that the management of the program would be a full-

25X1A

time job, and Baird persuaded N
' 5X1A

. 25X1A
period to manage the JOT program. _entered on duty on

15«
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30 September 1951 and took over the program. 9/ His staff consisted

of one clerk-stenographer at the time; in February 1952 an additional

‘clerlcal person was ass1gned to the staff.

By the time thajjjjjjjilltook over the job, the trainee group25X1A

on board had increased; and by the end of 1951, there were 37 students

25X1A

“in the program. 10/ 2 ctvally stayed with the Agency only until

13 April 1952. Because his service was clearly understood to be tem-

porary, Baird had sought for a permanent chief of the program; and 25X1A

: : : 1A

B 25X1A
took over the position of chief when_left. By April 1952, the

“m111tary' agreements' phase of the JOT program had been established,

25X1A

and_was temporarlly assigned to the staff
25X1A

to handle it. Thus w’hen-became Chief, JOTP, his staff con-

' sisted of two clerical aides and one temporary training officer. Per-

haps ;’t should be noted at this point that -- as will become apparent
later in this history -- the gfowth and outstanding success of the JOT
program were largely the result_ of _dedication to the prograr%5,X1A
his tireless efforts to keep ﬁhe quality high, and hi‘s wisdom and for-

bearance in facing the many problems that had to be solved during his

eleven years as chief.

-16-
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C. The Military Service Agreements*

1. Background. One of the major problems that faced the

designers of the professional trainee program at the outset was the
imrnediate draft eiigibility‘ of most young men at the completion of
vt'hei“r academic studies. The colleges and universities of the cogntry
were to be the major sources of recruits for the program, and obvi-
ously thesé sources would not be very productive unless some method
was found whereby the Agency could recruit draft-eligible young men.
This problem must have been discussed at some length during those
early ﬁﬁrecorded conversations between Smith and Baird, and a plan
must: have been made. In March 1951 Smith initiated the action to
impiement the plan,** Baird's 3 July staff study does not include the
plan, but it does indicate clearly that one had been developed. The
study includes a flow-chart showing how the professional trainee pro-
gram would work, from the selection of the trainee to his post-train-

ing placement. 11/ In the recruitment and processing segment of that

* The subject of the Agency's relationships with the military services
and with the Selective Service is covered in greafer detail in Sup-
port Services Historical paper OP-5, Mobilization and Military
Personnel Division, 1946-70, byl Scvtember 1971, Sp5X1A

*% See footnote, .p. 19, below.
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chart; there is a dotteé.-line box -- all of thg other boxes on the chart
are solid-line bo#e‘s -- in which appears the legend: '""Men who have
not satisfied their military obligation go into one of the services at our
discretion.' Also in the st;udy there is an appendix titled "Arrange-
ments with Armed Forces for Training of Professional Trainees,' and
beneath the title appears this notation: ""This appendix will be written
when negotiations with the Department of Defense are successfully
completed. " 12/

- By 3 July 1951, then, a plan had been developed, and the
implemlenta.tion of it was in progress. Actually, there was already at
that time a near prototype for such a plan. As of 1 June 1951 there
was an allowance of 401 active-duty commissioned military personnel
assigned to the Agency, and 385 were on board. 13/ Baird mentions
this fact in his 3 .July staff study -- not as a prototype for the military
- agreements related to professional trainees but as a segment of the
on-duty Agency personnel that should be included in the Career Corps
program. |

Neeciless to sé,y, the implementation of the military service
agreements and the subsequent coord?'.nation of them involved massive

paper work, and it would be unprofitable here to give a step~by-step

| . -18-
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chronology of the agtioﬁ. * The following paragfaphs, then, limit dis-
cussion to a summary treatment of the agreements themselves, the

| procedures followed to pui: them. into action, the major problei’ns thgt
de\}eloped, and an evaluation of the military service phase of thg over-
all J'OT program. Details of situations and developments are included
only when those details serve to clarify by illustration and exemplifi-
cation,

2. The Basic Agreements. The basic agreements between the

Agency and the four military services -- Army, Navy, Air Force,

and Marine Corps -- were negotiated and established between March
and September 1951, %% The original proposals submitted to the Depart-
ment of Defense and the four componént services were signed by anith,
and there was no delay in the affirmative responses to them. Essen-
tially the four agreements were the same: the military service

would accept for officer candidate training a quota-determined number

of young men nominated by the Agency, would provide the training

necessary to qualify them for commissions, and would then return

* Copies of all of the basic documents involved are available in the
files of the OTR Career Training Staff.

*% The initial proposal was made in a 5 March 1951 letter from Smith
to the Secretary of Defense. 14/ '
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them to the Agenéy to serve in an active-duty status until the time
when their military obligation had been completed and they could be
converted to civilian status. These agreements were not restricted
to you'ng'men recruited for the Agency's professional trainee program;
‘on-duty embloyees of the Agency were also _covered. 15/

There were, of course, certain restrictions common to all
four agreements and some differences among the agreements. The
‘common restrictions were those prohibitihg the Agency from recruit-
ing people already on active duty with one of the military services,
graduates of the service academies, and people who had completed an
‘.ROTC program in a college or university.* The differences among
the four agreeménts were those related to the quo‘ca‘s of Agency-spon-
sored OCS traineés and the duration of military training before the |

return of the trainees to the Agency. These diiferences are specified

"below.

% In 1954 the ROTC restriction was removed from the Army agree-
ment and in 1956 from the Air Force agreement, and the Agency was
permitted to recruit college graduates with reserve commissions.

' : -20-
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3. Procedures. The military agreements, necessarily, were

predica:ted on the assumption fhat the Agency would make the necessary
preliminary .arrangements with the Selective Service Commission.

In September 1951, such arl;angements were made by Smith with the
Director of Selective Service. Basically, the agreement provided that
Seléctive Service would approve official Agency requests for the draft

" deferment of specified individuals with the provision that the individuals
would be entered into a military Officer Candidate School within six
months after the granting of the deferment. There was also a provi-
sion whereby the Agency could request a "stay of induction' for an
individuél after his local draft board had notified him of his induction
dai;e; the stay" of induction could be requested for 60, 90, or 120 days,
and only one stay-of-induction request for any one individual would be
hpnored.

Although the arrangement with the Selective Service author-
ities was generally workable, it was not flexible enough to accommo-
date the Agéncy"s security clearance procedures -- particularly when
the stay-of—inductidp'dévice was used. A candidatg could not be
assured of admissi.op to the Agency's program until he had been fully

cleared, and all too often there was a breath-held finish in the race to

: . ~-21-
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complete the seéurity check before the expiration of the stay of induc-
tion., In May _1‘953 the DTR partially solved this problem by arranging
- for the provisional clearance of candidates for the JOT Officer Can-
ldf‘Ldate School program. _1_6_/

The procedureé for the selection of JOT-OCS candidates for
acceptance in the Agency program were the same as those applied to
“-other JOTP candidatesﬁ they will be described in some‘ detail later in
this history. After selection and clearance, the JOT-OCS trainee

entered on duty with the Agency and, along with the non-OCS JOT's,
~completed the first segment of the training program -- the Basic Intel-
ligence Course or ij:s later equivalent, Thereafter he went through the
military enl_istment procedures and was assigned to one of the four
military services -~ usuall;lr the one of his choice -- for officer candi-
_da_te training.

The procedures in the OCS training varied with the individual
services. The Army trainees were first processed for basic training
-~ early in the program at Fort Meade, Maryland, and after 1953 at
Fort Knox, Kentucky. At the completion of basic training, thevtrain-
ees -- without attending '"Leadership School" -- were sent to Fort

Benning, Georgia, for Officer Candidate School. Before August 1953

- -22- o
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there were two possible types of assignment for the trainee after com-
pleting OCS: if the Agen.cy planned to assign the trainee only to head-
quart.ers duty after completion of his OCS training, he would be assigned
direct.:ly to CIA on ‘active—duty status; if the Agency planned to use the
‘man in an overseas assignment, he would be assigned to a one-year
tour of duty with a military component overseas. This option feature
was a part of the original basic agreement with the Army -- as it was
with the other three services -- and the determination of the option
was to Ee made by the Agency. In August 1953, on the recommenda- _
tion of I Chief of the JOTP, the option featuvre was eliminated 25X1A
from all four of the military agreements, and all JOT-OCS trainees
were assigned to troop or ship duty before returning to the Agency.

In either event -- whether the trainee returned to the Agency
at the completion of OCS or at the completion of a tour of duty abroad
-- he was re-entered into the JOT program for whatever formal and
on-the-job training was required at the time of his return. He then
remained on active-duty status, as signed to the Agency, until the
expiration of his required period of military servicﬂe, and then converted

to civilian status as a staff employee of the Agency.

-23-
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The OCS training procedures in the Navy, Air Force, and
Marine Corps followed the same general pattern as those of the Army. -
The Navy OCS trainees reported directly to the OCS at Newport, Rhode
Island, After they finished the course, the Agency had the same gen-
" eral assig‘nment option described aBove; the Navy's requirement for
preparétion for Agency service overseas was one year of sea duty.
Air Fo‘rc,é trainees reported to Lackland Air Force Base at San Antonio,
Texas, for both basic training and OCS. The overseas preparation
requirement was also one year of service abroad, but the Air Force
offered additional opt.ions; Agency-sponsored OCS graduates could be
sent to the Army Language School at Monterey, California, or to one
or a'nothér of the Air Force special schools, including the Strategic
'Intelligence School. Marine Corps OCS trainees were sent to Quantico,
Virginia, for ten weeks of basic training after which they were com-~
missioned and given a 22-week Basic Officers’ Course.. Although the
Agency's agreement with the Marine Corps included the ‘Option clause,
the Corps strongly rec,:ommended that all Agency-sponsored Marine
officers serve a year of active duty with the Corps; otherwise, they

could not properly represent themselves as Marine Corps Officers.

S -24- ‘
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In addition to the clause in the basic Army Agreement per-
mitting optional asgignment after OCS,. there was va‘, clause permitting
the Agency to request a wa,iver for any JOT-OCS trainee who, during
the basic training Iﬁeriod, developed a physica} conditioﬁ that would dis~
qua.iify him‘ for OCS but was not serious enough to disqualify him for
enlisted servfic;e. The waiver wéuld permit the man to enter OCS and
return to the Age'ncy for the compl.etion of his military service. 17/

4. Problems

a. The Quotas. The original agreements with the military
services established a quota of 180 positions that coﬁld be used by the
Agency for the JOT-OCS program -- 50 Army, 65 Air Force, 55 Navy,
and 10 Marine Corps. For some unexplained reason, perhaps clerical
" error, the Chief of the Militafy. Personnel Division of the Personnel
Office informed the bTR in a 21 August 1951 memorandum that the |
total quota was 150 positions -- 57 Army, 50 Air Force, 36 Navy, and
' 7 Marine Corps -- and éssigned individual quotas based on those fig-
ures to the operating offices throughout the Agency. 18/ Baird recog-
nized the erro.r but accepted the figures because correction of it would

mean a revision of the quotas already assigned to the various Agency

‘ -25« o
Approved For Release 2001/07/12 W -00708R000300100001-5
. ' Ol il



SECRET

Approved For Release 2001/07/12 CIA- RDP90 00708R000300100001-5

offices and alsé because at the time it was obvious that the actual
intake of JOT-OCS trainees would fall far below the total 150 figure.
19/ I—Iis.s.ecor;d reason foreshadowed the course of future events.
More than a year 1éter, in October 1952, only 18 of the
57 Army, 14 of‘ the 50 Air Force, .15 of the 36 Navy, and 3 of the 7
Marine Corps posiﬁons had been filled, a total of 50 of the 150 avail-
able slots. 20/ Actually, these figures did not indicate a recruiting
shortfall, The OCS programs and the subsequent time on active duty
coVei'ed a period of about three years; if recruiting had continued at
the rate indicated by the October 1952 figures and there had been no
tréinee attrition, the quotas would have been filled by the end of 1954,
Recruiting did not continue at the same rate, however, and there was
some attrition. In February 1953 there were 12 JOT-OCS trainees
who hé,d returned to the Agency after the military phase of their train-
" ing and 43 who were at some point within the military phases -- a total
of 55 in the overall program. 21/ In Aprilll954, more than a year
later, th‘e total was still_the same, 22/ and it remained at that approxi-

mate level thereafter,

. -26-
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The failure of the JOT-OCS program to achieve and
maintain a full-quota level is explained by two conditions. First, the |
prograi’n was initiated soon after the Korean War began; and in the hot-
| war climate at thé tirﬁe, it appeared that it would be both in great
demand by az'aft- eligible young men and of great benefit to the Agency.
The démand never actually developed. Sécond, the rate of attrition in
the JOT-OCS program was greater than had been anticipated. Some
. students dropped out during the OCS phase, some elected to remain in
i:he.military services and not return to the Agency, and some resigned
from the Agency at the completion of the required service period.
From the begihning of the program in 1951 to the end of 1959, for
example, 152 young men -- about 30 percent of all of the males

recruited for the JOT program -- had been entered into the JOT-0CS
agreements., Of these 152 JOT-OCS trainees, 69 had either dropped
out, stayed in the military service, or resigned from the Agency. _2_3/
The rate of attrition was very high, and the input to the program was
not keeping pace. In calendar year 1958, for exarnple, 6n1y 14 trainees

entered the program and in 1959 only nine. 24/
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b. The 1956 IG Report. The high rate of attrition in the

JOT-OCS program had become a matter of concern to the Agency as
early as 1955, During.. the latter part of that year, the CIIA Inspector
‘General conducted a sufvey of the JOT program; and in his report,
releasea in February 1956, he recommend‘ed.that the OCS phase of the’
program be terminated -- giving the attrition rate as his major reason
for the recommendation. 25/ :Iin March 1956 the DDS proposed to the
DCI that action on the IG's recommendation be deferred for one year,
and the DCI approved. 26/

In December 1956 the DDS asked Baird* for his comments
on the IG's proposal. In Aplril. 1957 Baird replied. 28/ He admitted
that the attrition rate had been high -- of the total of 70 JOT-0OCS
trainees up to that date, only 36 were still With the Agency, an attri-
.tion rate of 48,6 percent - but insisted that the program had advan-
ta.ges‘il:hat more than offset the one disadvantage; and he described

- those advantages in detail. He recommended continuation of the

* Baird retained his military rank u_nt11 22 June 1953, when he reverted
‘to civilian status. 27/

-28- ‘
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JOT-OCS program. On 5 April the DDS approved the DTR's recom-
mendation; on 10 April General Charles P. Cabell, then Acting DCI,
approved it; and thereafter the program continued. 29/ ‘

c. Changes in Agreements. Through the 1951-66 period

alterations were proposed, and maﬁy made, in the OCS agreements
with the military services. Most of these had little direct bearing on
the management and c;mduct of the JOT-OCS program, but all of them -
posed .pr'oblems. Some of the minor changes have been noted above --
the termination of the "option" clause in the agreements and the lifting
of the ROTC restriction, for ekample. There were,‘ however, a few
changes that were of some importance and warrant mention here.

| In 1955 the Navf informed the Agency that the salaries
.and other costs of maintaining the JOT-OCS trainees during the
required year of sea duty'would. have to be paid by the Agency. Dulles,
then the DCI, objected strongly to this, and there was no compromise;
the Navy agreement was telfminated. 30/ Before the end of 1959, the
Army OCS agreement was abandoned because virtually none of the JOT-

OCS trainees could be persuaded to elect the Army OCS program. * 31/

* In September 1966, a new agreement with the Army was negotiated,
and the Army OCS program was resumed.

: -29-
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The Army agreement on ROTC, negotiated in 1957, continued in force,
however. Early in 1962 the Air Force decided to send the Agency
traiﬁees to their Officer Training School (OTS) instead of their OCS.
32/ The change did not affect the procedures involved in the program,
but it created a paper-work problem.

5. Conclusions. The military services agreements and the pro-

grams that were developed to implement them never did, perhaps,
come up to what was expected of them. The paper work, the coordina-
- tion, and the éctual fnanagement of the programs created a major and
continuing demand for the expenditure of personnel time and effort;
and, quantitatively, the end product was slight in terms of the intake
of permanent céreer intelligence officers for the Agency. Perhaps the
best justification for the .TOT-.OCS program -- a justification that was
as valid at the end of 1965 as it was in 1957 -- is that presented by
Baird in his 1 April 1957 memorandum recommending that the pro-
gram not be terminated 33/:

Through this program the Agency is able to recruit many
able employees who otherwise would not be attracted to CIA.

Those who remain with us after completing active duty are
of very high quality and represent a substantial gain to the
Agency,

-30- :
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All do valuable work while with the Agency, and those who
remain are well prepared, through training and work experi-
ence, to carry on in responsible assignments.

Experience in the Program will motivate some who leave
either to continue their education or to try other work, to
return later to CIA.

"All participants develop a good cover status which can be
extremely useful in subsequent activities.

Those who leave us constitute an informed ""Alumni Associa-
tion'" which may be of very considerable potential value to the
Agency.

D. . The Elite Corps Concept

Any historical account of the origin and development of the JOT '
.pfo_gram would be remiss if it failed to describe, in at least some
‘measure, the unhappy eﬁlergence of the '"elite corps'' concept ~- if
concept it was -~ .and the oftentimes troublesome consequence of that

emergence. Other Agency historians havei discussed it, some in a
veritable orgy of scholarly footnoting 34/ and in an earlier historiéal
paper the present writer dismissed it with a curt footnote: ''The origin’
of the term 'elite corps', as.applied to the OTR Junior Officer Train-
ing Program, hasl been a _subject for extensive and interesting, but
‘unp'roductive, controversy.' 35/ Neither the writers of the scholarly

dissection nor the writer of the curt dismissal, however, had access

o -31-
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"to all the sources at the time of writing -- or, rather, to the one most
illuminating source, the recollections of Baird. Subsequently, Baird's
recall of the circumstances surrounding the emergence of the elite
corps concept bec'a._xne‘availablle; the following account is a collation of
Baird's written recollections and the evidence furnished by the relevant
documents.

The first documentary mention of the elite corps -~ the one that
started ali the trouble -- appeared in Appendix I (eye) of Baird's
3 July 1951 .staff study proposing the establishment of a career éorps

in the Agency. 36/ The title of Appendix I is Identification of Career

Corps: Career Management Program, The first sentence under the

title is "In this study of career or career management development
there is carried forward the conception of a limited and elite group
‘implied in General Smith's letter to the Honorable John Mc.Cloy',

17 March 1951." In the Introduction section of the staff study, that

part of Smith's letter containing the "implication'' is quoted:

I am trying to build up a corps of well qualified men here
who are interested in making a career with the Central
Intelligence Agency. To effect this, I recently established
a training section which functions -- as much as I dislike
the term -- as a sort of career management office.

_ -32-
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Obviously, the quotation is given to establish the fact that a career
corps pr‘ogram was Smith's idea and desire. Equally obviously, it is
difficu.lt. to find in Smith's Wofds ‘any implication of an elite corps con-
cept.

This, at least, was the conclusion reached by the chiefs of all the
CIA Offices and Area; Divisions after the staff stud}.r was sent to them
on 7 August 1951 with a requestlfor their written comments. 37/ On
13 September the DTR sent to the DCI a summary of the written com-
ments submitt‘ed by the Office and Area Division chiefs; there was dis-
agreement ''in some quarters, ' support for basic principles in others,
and '""general approval'' of OTR's recruitment and training plans and
career management proposals; there was, however, '"unanimous dis-
approval'' of the "elite corps'' concept. 38/ On 17 September, the
career corps proposal was ciiscussed at the DCI's staff conference,
and the DCI concluded the discussion by vetoing thg elite corps aspect
of the plan. 39/

Thus the elite corps concept died in conference. Its ghost, how-
ever, continued to inhabit the halls of the Agency and haunt the Office
of Training. Any criticism, no matter how inconsequential, of the

JOT prograrri or of anyone connected with it was sure to include
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refei‘ence' to the elite corps concept, and gradually the phrase "elite

corps' acquired the connotations of snobbism and'preferential treat-

-ment. *

So much for what the documentary evidence -- or part of it --

reveals about the emergence and official demise of the elite corps con-

cept. As usual, however, the documentary evidence does not tell the

whole story -- and, of course, there were bits and pieces of documen-

tary evidence that were ignored when Baird was branded with the stigma

of having originated the elite corps concept a_nd, by implication, attri-
buting its origin to Smith., With the aid of Baird's recollections, the
introduction of additioné,l documentary evidence, and some judicious
spequlation, ik perhaps the whole story can be told.

Baird recalls that during those early, unrecorded conversations

with Smith about developing a corps of professional intelligence officers,

Smith frequently used the '"elite corps'' term and even used the German

* As late as March 1971, the ghost was summoned to bolster an official
request that the CT (formerly JOT) program be '"'re-examined.'" The
document says that "the danger of elitism, always present in the CT
program, has been considerably heightened. . . Many CT's expect
quick advancement and good assignments simply because 'they are
superior. ' 40/

*k The speculation is that of the writer of this history -- not Baird's."
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General Staff concept as an analogy. Against this background there

was, indeed, in the General's letter to Mr. McCloy an elite corps

~ implication. The Office and Area Division chiefs did not, of course,

have thié background; and when t‘hey unanimously objected to the elite
corps idea -~ attributing it to Baird, at that time an inexperienced
upstart in the intelligence business -- Smith apparently found it politic
to agree with them without revealing his own part in the origin of the
idea. In all justice to Smith, it should be remembered that he was
relatively new on the job, most of his Office and Area Division chiefs
were old hands well established in the organization, and h.e‘ had to
depend upon their support. Permitting Baird to carry the elite corps
onus on his back was, perhaps, a justifiable compromise with his
conscience,

One factor éhat was, oddly, ignored in assigning the elite corps
stigma to the J'OT program wasg Baird's documenﬁary exclusion of the
JOT phase of the career corps program from elite corps status. His
basic proposal was that there would be two separate phases in the
overall program: the Professional Trainee (JOT) phase in which pro-
mising yoﬁng people wox_lld be selected and trained for employment in

the Agency, and the Career Corps phase in which Agency employees

: ' -35-
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who had been on duty fc?r at least two years would be selected and iden-
tified as career corps members, The proposal made it quite clear
that the JOT's woulci not be eligible for career corps status until after
they had completea the training program and had been on duty for at
‘1eas‘t two yeé,:rs. ‘Thus, if the career corps was to be the elite corps
the JOT_"/s could not possibly be among the initial elite. In fact Baird
made this quite clear in his 3 July 1951 proposal. In his discussion of
the basic training of professional trainees he stated that ''before train-
ees enter on duty, the.y' will have been clearly informed that they are
not an elite corps, and that gheir future in the Agency depends on their
performance." 41/ Earlier in the staff study, in his proposal of the
use of University Contacts in the recruitment of the professional train-

ees, Baird states that "at no time will the contact give the applicant

the impression that he is being selected as a member of an elite corps,

but rather that he will be given an opportunity to prove by his own per-

formance that he is entitled to training and opportunity for advance-

ment. ' 42/ The JOT program, then, acquired the elite corps stigma

% The underlining appears in the text of the staff study.

-36-
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‘ ih spite of the fact tﬁat the program was spec?’.fically and firmly
excluded from elite corps status. It is not difficult to assume that it
was a case of guilt by association.

It is difficult, however, to understand the immediate and unani-
mous rejection of the elite corps phrase by the Office and Area Divi-
s:ion chiefs. After all, the difference between 'elite cérps” and
Ncareer corps'' is only one of semantics. Perhaps the explanation --
and th;: historical value of what may seem to be a somewhat lengthy
digression -- lies in the fact that in July 1951 there was already a
thriving elite c_:orpé in the Agency, and most of the Office and Area
Division chiefs were either members of it or aspired to become at
least ass.ociate members of it. Baird's -- or Smith's -- proposal of
an elite corps notonly threatened the organizational integrity of the
existing elite corps but also -- and, perhaps, worse -- displayed a
lack of understanding that‘ an elite corps existed.

The elite-corps-in-being had no n#mg, of course, no tangible
charter, aﬁd ﬁo visible badge of membership; but it did exist, its mem-
bers were known to each other, é.nd it had a well dgveloped mutual pro;-
tective system. It was refe‘rred to by non-members -- often with ill

disguised envy -- as the '"OSS Alumni Associétion, " the "DDP Club, "

~ : -37-
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or the "Alpha Chapter of Omega Sigma Sigma.'" Again, lest injustice
be done by implication, it should be remembered that this group really
was ''elite' in many respects, and there was good reason for its exist-

ence. The members were professional intelligence officers who had

survived, sometimes literally, trial by fire; and they were engaged in

an esoteric business the success of which, they were convinced,
depended upon tight coi’npartmentation. Certainly it was not their pride,
their privacy, or their privileges that they wanted to protect but the

standards of their profession. They may have felt that a second, but

~officially recognized, elite corps in the Agency would threaten those

standards.,

One might infer from this discussion so far that the elite corps
labél served as a whip or a goad that could be handily used against the
JOT program and that Baird and the JOT staff were entirely innocent
of any inciination toward the creation of an elite group. The actual
JOT program procedures, however, suggested that the JOT's were,
in fact, _co.nsidered a bit above the level of common men. For example,
after 1953 when the JOT's began to EOD in groups rather than singly,
the first group exercise was an assembly at which the students were

addressed not only by the DTR and the chief of the JOT program but

‘ ' -38-
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also by the DCI or the DDCI and often the Inspector General. Other
young professionals entering on duty with the Agency might meet
briefly with the chief of the Office, .Staff, or Area Division in which
they would work, but they seldom met or saw any‘offici'al at a higher
level. Throughout the JOT program, particularly at the end of the
: individ\}al training courses, very senior Agency officials would address
the groups or mingle with the members during a social hour. Non-
JOT professionals in training courses didn't get this treatment until
théy reached the mid-career or senior level of training, JOT program
critics whq wanted to use the elite corps label as a whip or a goad, then,
‘had no difficulty in making it relevant to £he program. The VIP treat-
ment of the JOT's at the EOD stage was discontinued in the mid-60's,
but ehd-of- course "'graduation addresses' by senior Agency officia;ls
- continued,

" In conclusion perhaps it should be suggested that the JOT's may
have been, in fac:f, members of an elite corps. They were selected .
on the basis of the highes_t standards; their training was rigorous and

demanded a high level of performance; and their performance after

_ -39-
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training, the true test of quality, was almost uniformly outstanding.
‘These are things that are discussed later in this history. Perhaps

' judgment of the validity of the lglite corps concept' should be deferred.

. -40-
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II. Recruiting and Selection

Although the recruiting of candidates for the ‘JOT program was, by
regula.tidn, a joint responsibility of the Office of Personnel (O/Pers)
and the Office of Training and the actual selection of the JOT's was
solely the responsibility of OTR, the two processes cannot logically be
treated as separate activities. Recruitiﬁg was done with definite selec-
tion standards as guides; and applying these standards, the recruiters
actually participated in the early stages of the selection process. The
twé activitiﬁes, therefore, are discussed together here. The discussion
covers first the. basic patﬁerns of recruitment and selection criteria
established in the DTR's 3V_July 1951 staff study; then the operational
recruiting procedures and the application of the selection criteria are
described; recruiting problems are identified; th.'e emergence of the
- JOT "internals' program is discussed; and finally the.po.si';-recruiting
selection and processing'phases up to the point of entering on duty are
described.

A, The Original Patterns

1. The Selection Criteria. In the opening sentence of the '""Dis-

" cussion' section of his 1951 staff study, the DTR said, '""Our problem

is to select able and versatile young people who will fit into several

w41~
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- offices of the Agency, and to construct a program of training and rota-
tion thaﬁ will develop their.capabilities to the utmost.'" The specific
accomplishments aﬂd ;haracteristics of an "able and versatile'' young
person are then identified:

A bachelor's degree from a good institution, with very high
standing (from upper 1/4 to 1/10 of class depending on insti-
tution and other factors -- a mediocre undergraduate record
will be disregarded only if the student has subsequently shown
brilliance in graduate school, in the services, or in other
fields); skill in a language of immediate utility, or proven
language learning facility, demonstrated by successful study
of two languages, or study of one beyond the elementary level;
evidence of leadership and breadth shown by participation in
non-academic pursuits; good personality, especially tact;
sound health and morals; previous military service, or will-
ingness to enter service at our direction: soundly motivated
‘desire to make a career of CIA; willingness to accept ano-
nymity. In the case of an unusually well-qualified person,
exception may be made to these requirements.

The DTR also specified a few '"'negative criteria'’: people
with poor academic records, people with excellent academic records
but nothiﬁg else, people with physical defects serious enough to dis-
qualify them for "overt" work, people with more than minor emotional
troubles, people with a record of failure in language study, people
unwilling t.c.) serve overseas, and people with "unsm:md motivation., "
The DTR pointed out that the Agency would probably continue to hire

people with these negative qualities, and -- although they would be
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exciuded from the Professional Trainee program -- they might
e\:/entually prove their worth and be selected for the 'career corps'
‘program.

These, then, were the criteria originally es'tabli‘shed for the
Professional Trainée program. As noted earlier in this paper, the
criteria established in the 3 July 1951 staff study differ in some ways
from those outlirie_d .by the DTR iﬁ his 30 November 1950 memorandum
. containing a: proposal of the functi.ons of the DTR. 43/ In referring to
the selection of candidates for the program, that propésal recommended
-that. cgndidates should be selected '"in most cases not later than the.
sophomore year.'" That concept of mid-college selection was submit=
ted to the.Agency's General Couhsel in February 1951 for exploration.
44/ The General Counsel explored and discovered that Public Law 110
.contained restrictions on the expenditure of government funds for exter-
nal training of the kind called for by the proposal. The 3 July study,
consequently, set the earliest time of selection as the acquisition of
the bachelor's degree.

In addition to the general criteria to be apﬂplied to individual
recruits, the staff study provided criteria for the composition of the

trainee group. The DTR stated that in any group of 100 trainees there

S -43- -
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should be 38»“college graduates'' -- presumably people with bachelor's
degrees bﬁt with no work exﬁerience; five engineers with some experi-
ence in production; seven LIL.B.'s, preferably with undergraduate
majors in social sciénc‘es, area studies, or international relatio‘ns; and
50 Ph.D.'s or gradt.w.te students who have novt completed the Ph.D. but

~ have had training and experience in research. The DTR made it clear
that his figures were intended only as a guide to recruitment, thata
well-éualified person should not be excluded beéause a specific category
was filled, and that a second-rater should not be recruited just to fill a
.slotL

2. Recruiting Sources and Methods. The original concept of the

recruitiﬁg phase of the professional trainee program was based on the
"University Countacts' plan. Briefly, this was a plg,n to establish in 50
universities and colleges throughout the country a CIA ''contact,' a
senior member of the faculty or administration who would act as a
"spotter' for the Agency and would identify young men and women who
had the qualifications for the program. In the universities there were

to be two of these contacts, one at the college level and one at the

‘ _ -44 -
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graduate-school level. The DTR proposed that each contact be paid
$25 a day for ten days each year ''so that he will give more than casual
attention to the problem. ' 45/

.An attachment to the staff study listed thé 50 colleges and
universities that the DTR identified as the most promising sources.,
The list was divided into four categories: Universities, Technical
Schools, Liberal Arts Colleges, and Women's Colleges. Of the total
50 .ingtitutions, 29 were on the Eastern seaboard, six were in the west-
coast area, aﬁd 15 were in the mid-west. This apparent imbalance in
the geographic location of sources later became grounds for accusa-
tions that the JOT program was‘overloaded with "ivy leaguers, ' a
subject that will be covered later in this history.

| The general recruiting procedures outlined in the staff study
bega‘n with the Univérsity Contact who -- after being selected, cleared,
and brought to Washington to be briefed on the program -- would iden-
tify potential candidétes during their junior year, 'would guide them
into senior-year studies that would enhance their value to the Agency,
and.at the end of theii‘ senior year would turn them over to the Agency's

Personnel Recruitment Officer. The Agency recruiter would then take

-45-
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Both of these questipnable areas were clarified later, of
course, but at this point it is.of interest to suggest the reasons for the
ambiguities. In July 1951 it was the DTR's understanding that OTR
would run the professional trainee program -- as directed by Smith --
‘and llthat O/Isers would assist and cooperate. It was logical, then, for
the DTR‘ to assume that OTR would establish and manage the contacts
system, and he felt that there was no need to specify that in his pro-
posal. As far as the role of the professional recruiters of O/Pers was
concerned, there weré only seven of them in the field at the time, and
obviously there were too few to take any major part in such a broadly.
based recruiting and selection activity., The DTR's assumptions were
not without foundation, as was later demonstrated by the development
of problems in the function of both the contacts system and the pro-
fessional recruiters' activities.

Althoﬁgh the University Contacts system was the basic ele-
ment in t;he original plan for recruiting profe.ssional trainees, the DTR
defined two additional sources of cand‘idates. One of these was the
separation centers of the Armed Forces. Contacts would be established
in these centers, and the personnel files of about-to—be-separaﬁed mili-

tary personnel who met the Agency's criteria for the program would be

47 -
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. subrﬁitted to tﬁe Agency for screening. 'i"he second additional source
was identified as "young men and women turned up by the normal activ-
ities of Personnel Procurement," This referred, of course, to candi-
dates that the professional recruiters might recruit without the aid of
the Unive;‘sity Contéct. The first of theée two additional sources later
pfoved to be generally unproducti&e; after the end of the Korean War,
the separation centers had little to offer in the way of qualified candi-
dates. The second of the two, however, turned out to be the one major
sour.ce of candidates.

Despite the fact that some of the DTR's original concepts of
selection criteria and recruiting sources and methods did not develop
accordiﬁg to plan, they did establish basic patterns that stood the test
of time. The following sections of this paper trace the development
of these patterns and the adaptations of them that created a viable sys-
tem for the recrﬁiting, selection, training, and placement of outstand-
ing young men and women through the JOT program.

B. Recruiting Procedures

1. The Selection Criteria Applied. With the launching of the

professional trainee program in July 1951, a formal summary state-

ment of the selection criteria was established, and thereafter there

-48
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. was littl'e‘variation. In 1956,for example, the Agency Inspector
General wrote, "The JOT Program is designed to locate and acquire
young men and women of exceptional talents who have the potential for
a successful career in the intelligence field" 46/ -- not much different.
from the DTR's J;lly 1é51 statement: ''to select, recruit, and train
young men and women of great promise. . ." Inan article published
in an OTR Bulletin early in 1967 the statement appeared as ''a primary
means of selecting and developing well-qualified [sic] young men and
women interested in making carcers in intelligence.' 47/

Such general statements, of course, did not provide the sole
gﬁidance in the application of criteria in the recruiting process. The
real guidance came through constant informal coordination among the
professional recrﬁitérs, the University Consultants -- as the "c;ontacts"
came to be called -- and the members of the JOT Program staff; and
the most effective guidance came from experience in recruiting for
the program, An example of the informal guidance that came from the
JOT staff is provided by an excerpt from a letter that [Jjjjjjjjjij Chiet FOXIA
the JOTP, wrote to a professional recruiter in 195“3 specifying the kind

of candidate that should be chosen 48/:

-49
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A guy with brains which he has done a good job of cultivating;
a loyal American who believes that being an American is
worth doing something about and worth fighting for; to whom
earning a big supply of the almighty dollar is not the main
objective of his life; who can take it and if necessary hand it
out (not so much physically as mentally and by example);
who is stable, manly, hard working, and realistic, all to a
reasonable degree.

The experiential ‘faetor.in the application of the selection
criteria is exempiified by an excerpt from a Februai'y 1961 memoran-
dum.written by the Chief of the Personnel Operations Division of
O/Pers to the Director of Personnel in response to a request for a
summary of the problems of recruiting for the JOT program 49/:

In selecting candidates to be recommended for JOTP, we
have recruited the types of people which eight years' expe-
rience has shown are acceptable to the G/JOTP and his staff.
Emphasis has been on the graduate student with what C/JOTP
calls "built-in competence, ' especially language and area
knowledge. We have looked for an excellent academic record,
an interest in foreign affairs, a strong personality, and some
aptitude for DD/P. We have expected him to be reasonably
polished in manners, speech, and attitudes without requiring
a rigid conformity to pattern.

The reference to built-in competence, especially in language
and area knowledge, reflects an increased emphasis on language com-
petence initiated by thelchief of the JOT progfam in 1958, 50/ This
emphasis was sustained and increased thereafter, and by the end of

1965 the pattern of language competence among JOT's had changed

-50-
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somewhat. In December 1965 the DTR reported to the DDS that the
CT* staff had made a study of foreign language proficiency of JOT/
CT's enrolled during the period from January 1960 Fthrough October
1965 and fqund that the number of students with no foreign language
éapa'llsility had decreased from 23 percent of each group entered on duty
to 13 percent; and in the four groups entered on duty from 1 January
1965 through October, i:he highest number of language non-competents
was 5 percent and the lowest 3 percent. _5___1_/ At this time there was, -
understandably, specié,l emphasis on competence in the Chinese lan-
guages, and the CT staff's study showed that of all of the JOT/CT's
who had entered the program since 1960, 41 had had Chinese language
competence, and 35 of them were still on duty with the Agency at the
end of 1965. 52/

2. Development of Sources. The list of 50 colleges and uni-

versities identified by the DTR in his 1951 staff study did not have a
limiting effect on the recruiting activity. Many of the institutions on

the list were not exploited, either because no '"contact'" was established

* The official name of the JOT program was changed to the Carecer
Training Program in April of 1965. The reasons for the change are
given later in this history.
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in them or because there weren't enough professional recruiters in the

field to exploit them. As the recruiting developed, colleges and uni-
versities not on the original list became sources of candidates. At
the end of 1959, the JOT staff made a statistical study of recruitment
from 1951 éhrough 1959; the study shows that the 579 JOT's who had
been recruited during the-period had come from 163 different colleges
and universities, four of them in foreign countries. 53/

A separate study, made at about the same time by the OTR

Plans and Policy Staff, shows that the major geographical sources of

JOT's recruited throughout the 1951-60 period were Massachusetts

with 62 JOT's, Connecticut with 40, New Jersey with 27, Pennsylvania

with 26, New York with 25, Wisconsin with 25, and California with 24.

54/ This study also points out that of all of the JOT's recruited in

1959, 25 percent came from "ivy-league' institutions, 10 percent from

"quasi-ivy-league'' institutions (Amherst, Williams, Radcliffe, and
Smith), 41 percent from other private institutions, and 24 percent
from state colleges and universities. Undoubtedly this breakdown by

ivy-league and non-ivy-league schools reflects the then-continuing

‘controversy over ivy league domination in the JOT program.

-52-.
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The existence of this controversy was first noted officially in
an IG survey of the program made in 1956. 55/ The report of the sur-
vey says that ""there has beena tendency to place more emphasis on
recruiting in Eastern uniyersities than those in other parts of the
country. This may be ettributed in part to the convenience of these
\;niversities in a relatively small area, and a higher ratio of success
in recruitment.' The report then wex;lt on to recommend that greater
effort should be made to recruit in the far-west and mid-west areas.
The statistics cited ebove indicate that a greater effort was made
between 1956 and 1960, but apparently the effort was not great enough
to satisfy the IG. In ;; 1960 report the IG again mentioned the ivy-
league dominance and again recommended that it be corrected. 56/

B c/50TP, felt that the 1960 criticism was not justi- 25X1A
fied. He pointed out that in the then-current class the "ivy-leaguers"
amounted to only 20 percent and that the IG ''neglects to state that of
576 JOT's recruited since the beginning of the program 165 different
institutions are represented.’ He also stated that if the number of ivy

leaguers was, proportionately, a bit high there were reasons: there

-53-
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were more recruiters in the ivy-league area and ''there is greater
interest in interné.tional afféirs on the Eastern seaboard than in other
regions. ' 57/

In addition to the major source of JOT candidates, the colleges
_a.n‘d universities of the country, theré- were minor sources -- ""walk-
ins, " “referencés, " and. (after October of 19565 "internals." The third
category, internals, is.bdiscussed in some detail later in this history.
The walk-ins were people WhOI had becomé aware of the JOT p;'ogram
by word-of-mouth or through the overt publicity on the program, %
They went to the personnel procurement office of the Agency in the
Washington area, were interviewed by personnel officers, and -- if
the interviewers félt that they were qualified -- applied for admission
to tﬁe program. There appears to be no record of how many such appli-
cants actually entered the JOT program, but certainly a few of them

did, and many who were not accepted for the program were placed in

other positions in the Agency.

* The writer of this history, who taught at the college and university
level in the mid-west for more than 20 years, feels impelled to
point out that this second V'reason' was a parochial assumption
unsupported by the facts.

*% See below, p, 71.

-54- .
Approved For Release 2001/07/12 : 9!%—-%@.&’22;9070%000300100001-5
oL .

Y

v
RS



SECRET
MW

Appi’oved For Release 2001/07/12 : CIA-RDP90-00708R000300100001-5

" The so-called '"references' were young men and women who
were recommended by Agency employees or by non-Agency govern-
ment officials who were aware of j:he program. The O/Pers recruiting
component encouraged this reference activity and found it useful in
developing leads to well qualified candidates. This source, however,
was not without its perils. Tk\le.re were occasions when the JOT staff
found thlat a young person recommended by a very senior Agency official
did not meet the qualifications; in such cases, the staff always rejected
the canaidate and risked the displeasure of his sponsor. There were
also occasions when the sponsor was a non-Agency government official

whose displeasure might damage the Agency itself. For example, in 25X1A

carty 1965, [
was secommended oy |G 251

was invited to come in for interviews and met with representatives of

the Office of Current Intelligence, the Covert Action Staff, and -- of

course -- the JOT staff. In reporting the result of these interviews, 25X1A
the JOT staff stated that _ egotistical attitude during the

. . . o . 25X1A
interviews unfortunately convinced his interviewers that he was not

suitable for Agency employment.' 58/ Soon after the interviews-

was turned down by the Office of Security. In spite of a probing

“55-
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'telephone call from_to the DDCI, it was decided25X1A

to rejéct-A security officer then talked with him personally ancb5x1A

persuaded him to withdraw his application. There is nothing in the

- 25X1A
records to indicate that _ displeasure ever o

damaged the Agency's cause.

A promising supplemental source of JOT recruits was devel-
P *nE SUPP 25X1A

1A

At that time, the Agency was looking for Chinese language competence,

and [ Looked for this factor particularly in screening the files.

As it turned out, he found very little Chinese language capability and

very few of the_applicants who were qualified for the

JOT program. 59/

3. The University Consultants. By 1953 the "University Con-
tacts' proposed in the DTR's July 1951 staff study as in-residence
"gpotters' for the Agency JOT recruitment effort were being generally
referred to as the Uni\}ersity Consultants, a term that was officially
used thereafter. As noted earlier,' the DTR visualized the consultants

as the major instrument of candidate recruitment and proposed that 50
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of them be identified in the major colleges and universities, cleared,
briefed, and activated. The concept was sound, certainly, but the
application of it was difficult, the size of the group never reached the
target of 50, the actual effectiveness of the consultants is questionable,
and the program was terminated in a somewhat ignominious fashion.

| Soon after the DTR's prOposal for the establishment of a career
| corps in the Agency was approved by the DCI-~- with, of course, the
deletion of the elite corps concept.-- the DTR and the Assistant Direc-
tor for Personnel, at that time Davison, got together to work out the
ground rules for establishing and managing the university contacts
program. They reached mutual agreement on the mission, organiza-
tion, and administrative details of the program, and their plan was
approved by the DCI on 22 October 1951. 60/ According to the DCl's
document of approval, 'the Director of Training [has] joint responsi-
bility with Assistant Director (Personnel) for the selection of those
persons who are to become members of the consultant contact staff."
61/ The "joint responsibility' phrase preserved the ambiguity in the

proposals of November 1950 and July 1951, *

* See above, p. 9.
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By mid-summer of 1952, almost a year after the consultant

program had been approved, only one university contact had been selec-

" ted, cleared, and activated -- a Dean at an Eastern university; but by

mid-Asunvlmer of 1953, 18 had been fully cleared and 24 more were in

the appéintment machinery. 62/ By the end of 1953, apparently, 19 of
tvhe'24 in process had been clea‘red; on 15 January 1954, the DTR
reported that there were 37 '""University Consultant Contacts' established
and said that 'it is planned to increase this number to about 70." 63/
Two years later, at the end of 195.5, the total number of consultants

had grown very little. In February 1956 the IG's report referred to the

' "spotter system' and said that "about 40" consultants constituted the

system. The report then added this comment: '"The spotter system has
had little success and the Professional Recruiters of O/Pers have
accounted for most of the accepted candidates. ' 64/ The IG did not

recommend the elimination of the university consultant system, how-

ever, and it continued at about the same level thereafter. In a 1960

IG survey report, for example, it is stated that the JOT recruitment
was done by '"seven field recruiters working fhrough 34 consultants in
leading colleges and universities." 65/ This time there was no refer-

ence to the degree of success of the system.

. . -58-
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" The established procedure devised to keep the university con-
sultants aware of developments and requirements in the JOT program
was to invite them to Washington for a three-day briefing once each
year. The Agency paid all expenses and paid those who came the stipu-
lated daily consultant’'s fee while they were in Washington and en route.
The Washington meetings were arranged and conducted by the person-
nel procurement component of O/Pers, and OTR participated in the
briefing brograms. It was not possible, of course, for all of the con-
sultants to be available for any one of the Washington meetings, and
usually about half of them attended. In March 1958, for example, the
C/JOTP reported that "'18 University Consultants; who'act as spotters
for JOT candidates, were gi‘ven. the usual annual briefing on the Pro-
gram.' 66/

The particular briefing referred to in the report covered three
days, during which the group was addressed by the DCI, the DDCI, the
IG, the DDS, the ADDS, the DTR, the DPers, and senior Clandestine
Services officers from the FI, ClLand PP Staffs -- in addition, of

course, to the chief of the JOT program and the OTR school chiefs.

: -59-
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25X1A
- A part of the three-day program was a day and a night spent _
25X1A
_Where the consultants were given a comprehensive briefing on
- :
the clandestine training given there. 67/
- Undoubtedly there was some justification.for the IG's 1956
attribution of ''little success'' to the university consultants program.
- It waé not as productive as it was intended to be, largely because few
- of the consultants really workea at the ""spotting' job; their other duties,
naturally, had priority, and most of them were very busy people. Both
- :
OTR and O/Pers, however, felt that the system was productive enough
- to warrant continuation; and it remained in operation throughout the
| 1951-66 period.* Although the demise of the system took place outside
the time-span of this history, it should be noted briefly here.
- What turned out to be the last Washington meeting of the Uni-
» versity Associates -- as the university consultants were sometimes
called -~ took place on 13, 14, and 15 November 1967. There were
- : 25 in the group, many of them newly appointed consultants, This
o

* A retrospective evaluation of the university consultants program is

25X1A provided by > paper completed in the spring of 1971,
The Evolution of the Junior Officer Training Program, 1951 - 1963,

25X1A In that pape I =y that "'in actual practice, it produced
relatively few men or women who became career employees. "

-
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prograrn.‘ did not include the _visit, but it did include the 29X1A
addresses by senior Agency ‘offic_:ials and a dinner in the executive din-
ing roorﬁ. The program closed at 1600 on Wednesday, 15 November,
and the consultants departed for airports and home campuses. Ten
months before this Washington meeting was held, Ramparts magazine
had published an article revealing CIA's funding of the National Student
Association's activity in sending representatives to international meet-
ings of student organizatione. After the publication of the article, the
Agency became a target for attack from all manner of organizations
and groups, including student groups, of course. By the end of the
year, most of the college and university campuses of the country had
develeped an open hostility toward CIA and anyone associated with it.
It wa. s obviO\is both to the ‘Axgency and to the university consultante that
the campus climate would not permit the consultant program to con-
tinue with any degree of effectiveness, and the pregram was quietly

dropped -- as was the "100 Universities Pfogram, " which is described

- briefly below. *

* For a detailed analysis of other effects of the Ramparts article on
the Agency, see.CS Historical Paper No. 196, The 1967 Crisis in
CA Operations: Ramparts Exposures.
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4, The 100 Universities Program. At a Washington meeting of

the university consultants in the fall of 1962, during a discussion of
possible ways to improve JOT recruiting results, one of the consultants
-- the record doesn't say which one -- suggested that CIA's mission
might be better understood on the nation's campuses if senior repre-
sentatives of the Agency would go to the campuses and talk with people
who were influential in guiding the careers of students. 68/ The sug-
gestion met with general approval, and the JOT staff followed up with
a specific proposal, Which was submitted as the '""100 Universities Pro-
gram.'" The proposa'l recommended that 100 colleges and universities
be selected for visitation by Agency officers; all areas of the country
would be represented in the group of institutions, as would all types of
institutions -- liberal arts, engineering, and the graduate professional
schools. The proposal was approved by the DCI early in 1963, and the
program was launched.

From a list of Agency officers compiled jointly by OTR and
O/Pers, the Executive Director chose about twelve men, most of them
with academic experience in teaching or administration, who would be
called upon to make the visitations. About half of these were OTR offi-

cers, and the others came from various Agency components’?‘h The
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Office of Personnel made the arrangements for the visits -- Ehrough
the fesident'consultant, if there was one in the college or university,
and with the institution's administrative officers if there wasn't, The
standarci arrangement was for a group of from twenty to thirty key mem-
bers of thé faculty and administration of the school to be invited to an
informal luncheon or dinner to hear the Agency speakef. Usually the
nearest resident professional recruiter went with the speaker and intro-
duced him to the group. Although the speakers were given guidelines
for the content of their talks, they were not required to use an approved
written text; they spoke informally, almost always without notes, and
t‘hey answered questions from the members of the group.

For the most part this program was very well received on the
campuses, and the speakers felt that it was very effective in clarifying
the Agency's role in the US Government and dispelling the fears in
 some of the academi_c‘ minds. For example, from 4 through 8 Novem-
ber 1963 _ the Chief of the OTR Language and Area 25X1A
School, visited five institutions in the Colorado-Utah area: the Uni-
versities of Colorado, Denver, and Utah; Brigham Young University; 2BX1A

and Colorado College. [l beganr his 20 November 1963 report of

the visits with this somewhat over-punctuated paraphrase 69/:
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And., lo, on one occasion, as we ended our oration, out of the
multitude before us, two learned but formerly unbelieving
savants, now enlightened and confident, stepped forward and
sought to be taken in., A third, moved and reflective, opened
his gates and invited us to come among his people that they,
too, might share enlightenment. (And, thus was the respon-
siveness wherever we went. . .of those who came with hunger
and skepticism and who departed to spread the gospel.)
A bit later in his report, ||jjjjjjjfjarages to escape the captivity of 25X1A
Biblical sonority and say simply that he feels that the 100 Universities
Program was '"worth far more than every penny and every hour it
cost. "

The 100 Universities Program was terminated after 1965, By
that time all of the principle universities had been covered at least
once, and continuation of the program might well have led to redun-
dancy. There appears to have been no final evaluation of the program,
but most of the Agency participants seemed to agre.e -- in principle, at

least -~ With-glowing tribute. - 25X1A

C.. Recruiting Problems

1. The Basic Problem. The first official identification of the

problem that was the basic one in the JOT program throughout the

. 1951-66 period came in August 1953 in a report of the IG survey of the
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Office of Ti‘aining. 70/ The report noted that recruitment for the pro-
gram had fallen far below anticipated levels. In June 1954 the C/JOTP
commented on the IG's statement, admitting that '"the program has not
developed its full possibilities' but insisting that it had made sufficient
progress to warrant "intensification. . .in recruitment of JOT's." _Z_l_/.
As the program developed during the next few years, the demand for
JOT '"graduates' in the various Agency components increased steadily,
and juét as steadily the short-fall in recruiting became relatively
greater -- a clear case of supply failing to meet demand.

Early in 1960 the problem was further complicated by the
establishment of quotas of JOT program graduates to be assigned to
the three Directorates -- 90 to the DDP, 25 to the DDI, and 8 to the
DDS. 72/ The quotas were to become effective in 1961, which meant
that during calendar year 1_960 enough candidates had to be taken into
the program to yleld 123 gradué,tes to fill the quotas -- an almost
impossible task for the few prof‘essional recruiters in the field. Before
the end of 1960 official concern about the fact that recruiting was far
' ~ behind its goals prompted the Director of Personnel to ask the chief of
the O/Pers Personnel Operé.tions Division for an explanation. 73/ The

chief of the POD reviewed the recruiting procedures ahd the recruiting

: . -65-
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capabilities, admitted the failure to meet quotas, and analyzed the
reasons for the failure. He stated frankly that although some improve-
ment might be made, recruiting capabilities as they stood gt the time
were no‘t a;dequate to meet the demand and the short-fall was likely to
continue. 74/

It did continue, of course. As late as July 1965 the DTR
reported to the DDS that the July class of JOT's would, at best, total |
66 instead of the planned 75. 75/ A few months later, the situation was
even more critical. The DTR reported that as far as the JOT program
was concerned, the "manpower pinch has become progressively worse'
and the January 1966 JOT class would probably be 35 instead of the 75
planned. 76/ At the end of 1965, then, the JOT program, .which had
achieved outstanding qualitative success in the selection and training
of young men and women whom the Agency components were eager to
assign to responsible jobs, was still suffering from the problem of

inadequate candidate input.

2. Causes of the Problem. Discussion of the causes of the basic
recruiting problem must begin with the fact that from 1951 to 1961 there
were o.nly'lseven professional recruiters in the field. In his 1960 report

the IG recommen.ded that the number be increased from seven to nine,
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79/ and this was done.  Just why -- in the face of the growing impor-

tance of the JOT program and the repeated lamentations over the con-

tinuing failure of recruiting to meet quotas -- the number of recruiters

was not doubled or tripled is difficult to unde_rstand; it cé.n only be

éséumed' that in this case buréaucratic doctrine dictated the fighting of

the problem rather than the solving of it,

| | After the Basic problem had been surfaced by the IG in 1953,
| 25X1A

_identified one of the causes. He said that it appeared "to be a

definite policy of PPD [the Personnel Procurement Division of O/Pers]

‘chat.a, recruiter gains as much credit for the placement of a teletype

operator as for the placement of a JOT. Since the time and energy

required to recruit the former is rﬁuch less than the latter, it is only _

natural that men seeking placements will concentrate in the areas from

which they obtain the greatest rewards. " 80/ Although the validity of 25X1A
B - suption that the same field recruiters who looked for tele-

type operators also looked for JCT candidates might be questioned, his

statement did point out. that the recruiters had responsibilities in addi-

tion to the JOT r‘ecruiting.. A part of the professional recruiter's job

was to find qualified people to fill specialized professional jobs in the

Agency -- engineers, scientists, political scientists, and the like. The

St -67~
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réquirements for such people were assigned td the recruiters, and
they had to try to fill them. Actually, .only about 45 perc;ent of the pro-
fessional recruiter's time could be devoted to JOT recruitment. 18/
One of the major factors in the recruiting problem was the
mathematical relationship between first identification of qualified can-
‘didates and the final selection and entering-on-duty of JOT's. In fiscal
year 1956, for example, 57 people were taken into the program. The
récords show that the 57 were the product of 409 original identifications
~and reviews of files; of the 409, 389 were intereviewed in the field,
221 of these were tested in the’ field, and 172 were brought to Washing-
" ton for further testing. 80/ The ratio of EOD's to original identifica-
tions wa.‘s about one to seven., In fiscal year 1957 the ratio decreased;
S 715 candidates were identified, 648 were tested in the field, 398 were
interviewed, 305 were brough(‘: to Washington for testing, and 82 actu- .
ally entered the program -- a ratio of less than one to eight. 81/ The
1956 and 1957 figures are based on initial identification of ca‘ndidates
and eventual input for the program. Early in 1960 the recruiting divi-
sion of O/Pers used a somewhat different base in pointing out that in
bringing on board 80 JOT's in the 1960 calendar year the recruiters

would have to conduct 2, 200 field interviews that would produce 500

(A
B 4

: ' -68-
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referral-‘s for follow-up that would result in 475 interviews that would
produce 250 personnel actions that would produce the 80 JOT's., 82/
Such figures tend to give perspective to the field recruiter's'problem.
The February 1961 review of the recruiting problem made by
the C‘hief of the Personnel Operations Division in response to the
request from D/Pers identifies some additional aspects. It states that

only a few of the university consultants had been useful and only a very

25X1A

few ”consxiltant cases cross all the hurdles successfully. ”_. It also

not their business and that most of their nominees were
nephews of their clients. The review also mentions the tendency to
raise the selection criteria for the JOT program -- more mature peo-
ple with more education and rn'ore practical experience -- and the
increasingbdiff.iculty‘ in keeping pace with all of the changing require-
ment s. Al‘though the chief of the recruiting component didn't mention
it, he may have had in mind the 1956 IG recommendation that more
individuals of non-Caucasian origin be recruited for eventual assign=-

ment to Africa and Southeast Asia. 83/

69
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One facet of the problem that the 1961 survey did not discuss
in any detail was competi.tion -- the fact that many qualified candidates
for the JOT program found other career opportunities more appealing.
In 1956 the JOT sf:aff made a study of the reasons given over an 18-
month period by 123 qualified ca.ndida,tes -- out of a total of 369 in pro-
cess --~.who‘ declined a firm offer of placement in the program. Of the
123, 41 décided to accept positions in business, 33 to accept other gov-
ernment offers, 19 to continue rﬁheir education, 12 to accept teaching
poéitions, and 18 to accept "miscellaneous or uﬁspecified" offers. 84/

_ The’ survey showed that only 10 gave the low entrance salary as a major
‘reason for declining the JOT offer, and only five mentioned the long
wait for security clearance as a major factor.

The chief of the program felt that, in spite of the fact that only
five mentioned the clearance delay, the wait for security ciearance was
"the "biggest single factor' in declinations. He admitted, however, that
"the fact that it takes three to four months to process a case is not any-
one's fault; we have had excellent cooperation from every office or unit
involved in épplicant processing.' 85/ The security clearance delay,

then, must be added to all of the other causes of the recruiting problem.

‘ -70- _
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3. Solutions and Remedies. As noted ecarlier in this section,

the rec;ruiting problem remained unsolved through 1965 -~ and for a

 few years thereafter, actually -- but there were a number of solutions

proposed and a number of remedies tried. There can be no practical
evaluation of their effectiveness, of course, but certainly they'must
hav'ev had some retarding effect on the growth of the problem and there-
fore warrant mention here.

In the above-cited February 1961 review of the problem, ‘the
chief of the O/Pers recruiting component suggested courses of action
that might be taken to increase the recruiting intake. The first was an
advertising campaign, using the newspapers of principal cities as the
media; the ads would identify the employer as the US Government, not

CIA. He points out that this device was tried in The New York Times

and was '"'moderately successful.,'" The second approach suggested

25X1A

was increased use of university alumni placement files; the third was

=71
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25X1A

years later); and the sixth was a contract with one or more manage-

 ment cqnsulta.nt firms.

None of these devices was adopted immediately, but in Novem-
ber 1962 the distribution of recruitment brochures was authorized; and
during calendar year 1963, 15,000 copies of a colorprint brochure were
diétributed among 800 colleges and universities. 86/ By the fall of 1965,
the recruiting intake, acco:ding to the DTR, was still "well below that
‘needed to meet Agency requirements' and the shortage of field recruiters
and increased manpower requirements in the Agency made it ve;'y diffi-
“cult to get both "external'' and "internal' candidates for the program. 87/
He recommended that advertising be used to get applic.ants from non-
academic sources, that ''direct relationships' be developed with uni-
versity as sociates and selected department heads, and that there be
"closer working arrangements' with field recruiters. 88/

The last of these recommendations was activated almost imme-
diately. Early in November 1965 the C/JOTP prop;sed that members
of his staff go into the field and conduct follow-up interviews with pof.en-
tial candidates already contacted by the recruiters. According to the

DTR the purpose of such follow-up interviews would be ''to sustain

‘ : -72-
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interest on the part of the applicant and to further explain the CT Pro-

' 25X1A
gram to him." 89/ _was chosen for the first such ven-

ture, and late in November he interviewed 15 candidates _

area; he reported that he was '"generally encouraged" by the responses.
90/

At the end of the 1950-66 period, then, the recruiting problem
was still unsolved, ah& the supply of recruits for the program was con-
tinually falling far below the components' demands for JOT graduatés.
It might be well at this point to go a bit beyond the timespan of this
history and report that within the five-year period following 1965 the
recruiting problem vanished. For reasons best left for discussion in
a later_historical paper, the demand for program graduates diminished
to the point where the wisdom of continuing the program was seriously
questioned.

D, The Internal Source

1. Background. The Agency's career development program, as

it was conceived by Smith and outlined by Baird in his 1951 staff study,
consisted of two sub-progréms -- the professional trainee program,
which became the JOT program, and the career corps program, which

was designed to select outstanding young'Agency employees and give

- 73 - -
Approved For Release 2001/07/12 : CI?“ DP90-00708R000300100001-5
"D 5""2"



£y sy e s s
SEIANES

i
NSRS
U‘L-Ua\s...l

Approved For Release 2001/07/12 : CIA-RDP90-00708R000300100001-5

them training for care‘er development. As noted earlier in this paper,
the implementation of the second of these sub-programs involved the
participation of all of the components of the Agency and, thus, all of
the consequent coordination machinery.

Because the professional trainee program did not at the out-
set directly affect any Agency components except OTR and O/Pers and
s0 was not involved in the cumbersome Agency-wide coordination pro-
cess, it was activated immediately. The career COorps program was
slow in getting started. Eventually, however, it began to take shape
as ""The Junior Personnel Caree.r Development Program, ' a title that
was later shortened somewhat to the Junior Career Developmené Pro-
gram, abbreviated as JCD.

2. The Junior Career Development Program. An informative --

if somewhat subjective -- account of the origin and early development

' 25X1A
of the JCD program is given by-.n his 1971 review of the evolu-
tion of the JOT program. Although this account was written almost 2025)(1A
years after the beginning of the program_obviously had the
relevant documents at hand to support his memory of events -- and heogx1A

was very closely involved in these events when they happened. -

wrote:

_ 4 L -T74- '
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The internal phase of the JOT Program originally was the
Junior Personnel Development Program. This matter was
the subject of long discussions by the CIA Career Service
Board in 1953 and early 1954! Then a task force was estab-
lished consisting of seven senior officers with secretarial
help to study the problem in the best bureaucratic tradition.

- Their report fills six pages plus a covering letter and a plan
outline of four pages. There is a "Memorandum of Under-
standing of Additional Policies and Procedures for Adminis-
tering the Program for Career Development of Junior Person-
nel'" of more than three pages of single spaced material duly
signed by AD Pers and DTR. Then came organization and
implementation meetings of AD Pers and DTR each with
assistants who wrote up memos of understanding and memos
for the record. The first consists of notes of agreement on
17 separate items. There follows an outline of items
involved in processing candidates -- 28 of them amplified by
explanatory notes "a' through "un'". It even suggested that
any member of the Agency who was good enough to be con-
sidered for this training should also qualify for placement
on the "Junior Executive Inventory" which as far as I know
died quietly years ago.

And this was just the beginning of the papers dated from

2 April 1954 through 29 July 1954. These were augmented
by an Agency notice of four pages (distribution AB including
overseas personnel) and changes in the Regulations. Appli-
cation forms had to be devised and approved and A&E testing
mechanisms devised and approved by both offices. Every-
thing, but everything, had to be spelled out in writing.
Hence, cumbersome procedures,- elaborated beyond reason,
and unnecessary if people had trusted each other and worked
together.

In implementing the program, we went througl'; the prescribed
and complicated bureaucratic acrobatics at a great rate --

for awhile. The predicted rush of candidates did not material-
ize. A and E's preparations to test 500 people were wasted,

-75
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The elaborately planned meetings of the joint selection com-
mittee took place with increasing infrequency. Reasons:
good candidates were discouraged by supervisors (even AD's
and Division Chiefs) who didn't wish to lose their able and
productive youngsters. For the most part, those who were
encouraged or.allowed to apply were ordinary types who

couldn't qualify. But a few good ones did come along. [*] 25X 1A

CAlL of_statements of fact could easily be documented,
and his generalizations could be exemplified; but -~ although|
aﬁd Baird were members of the JCD "joint selection committee' --°
the program belonged to O/Pers and comes within the historical juris-
diction of that Office. It is of importance here only to. the extent that
its termination resulted in an additional source of candidates for the
JOT program, candiddtes who came to be called 'internals.' The
| JCD problems described by |l ust have been apparent to every-
one interested in the program. Certainly they were to the IG, for .in
his report of the 1956 survey of the JOT program he recommended

that '"the Junior Career Development Program be terminated and its

* In theory each of the so~called JCD's was to take a training program
tailored to his individual needs. In practice the few JCD's who actu-
ally entered the program took "appropriate'' OTR courses being
offered at the time.

o 76
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career development mission absorbed by the expanded JOT Program. '
92/ The IG's recommendation was approved by the DCI, and the JCD
" was officially terminated in August 1956, 93/

3, Development of Internals. The regulation that ended the JCD

program also established basic procedures for the admission to the
JOT program of those young on-duty officers who were qualified. | These
Minternals" were to be considered for admission upon their own indivia-
ual application or upon the recommendation of supervisors, heads of
Career Services, the D/Pers, the DTR, the DDP, the DDI, or the DDS.
After nomination, the internals went through the same process of screen-
ing and selection as did the externals, and the same criteria were
applied. At the time of the elimination of the JCD program there were
ten young officers actually being trained in the program, and on 7 Octo-
ber 1956 these ten trainees were transferred to the JOT program. 94/
Thereafter the internals continued to make up a part of each
JOT class -- a part varying in size, through the years, from one-tenth
to one-fourth. Actually the addition of the internals to the JOT groups
turned out to be most beneficial to the program. The internals held
their own in competition with the externals, and there was never any

indication of an external-internal compartmentation. In addition, of

-77-
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course, the ‘internals made an experiential contribution to the program,
a contribution that had the effect of putting the training in proper per-
spective in relation to éhe realities of the intelligence business.

| An indication of the quantitative scope of the internal phase
of the ﬁrogram is proVicied by this example: as of 7 April 1964 the
JOT staff had 44 internal applications on hand, 25 of them representing
DDP nominees; of the t‘otal, 19 had been accepted and were being pro-
cessed, 8 were under consideration for entry into the October class,
10 were possibilitiés for entry into the January 1965 class, and 7 had
not yet had the final pre-selection interview; in addition to the 44 appli-
cations, about 75 'profiles'' of nominees were being prepared for initial
consideration. | 95/

Another quantitative indication is given by a report of the status
of DDP internal nominees as of the end of calendar year 1964: the DDP
components had nominated 68 candidates on 27 April 1964; of these, 38
had been accepted -- 11 for the class of July 1964, two for the October
class, 19 for the class of January 1965, two for the March class, and
four for the July class; of the 30 nominees who were not accepted, 16

were unqualified, two were réjected by the medical staff, one was

| -78- ‘
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rejected because she was the wife of a "non-Agency employee, ' two
were aséigned PCS away from Headquarters after they were nominated,
and nine withd‘rew their applications during the selection process. 96/
A general summazry of the quantitative aspects of the internal

phase of the prografn shows that from the beginning in October 1956
through June 1965, 97 internals had been accepted in the JOT program,
94 of them had completed the training, and three had resigned from the
Agency blefore the completion o.f training. Of the 94 graduates of the
program, 64 had returned to their "Directorate of origin,' 15 had
changed from the DDI to the DDP, four had clllanged from the DDP to
the DDI, two had changed from the DDS to the DDP, four had changed
from the DDP to the DDS, four had changed from the DDI to the DDS,
and one had changed from the DDI to the Office of the DCI. 97/

4, Problems. Although, as noted above, the internal JOT's
created no problems within the program itself, there were problems
faced Ey the JOT staff in getting qualified internals into the program.
Basically the problem was the same one lamented by_ in his 25X1A
account of the JCD px.'olgram -- good candidates were discouraged by
supervisors who didn't want to lose their "able and productive young-

sters.'" In all fairness to the Supervisors it should be peinted out that

. -79-
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as work pressures increased and budget cuts created manpower short-
ages the supervisors were understandably reluctant to release the men
who were best able to do the work that had to be done.

In any event the problem did exist. A survey of the 1965 inter-
nal applicants who had been accepted into the JOT program showed that _
eleven were being withheld and not permitted to start training. 98/ In
December 1965 the Acting DTR transmitted the results of the survey
to the ‘D‘DS and noted the seriousness of the problem. As a specific

25X1A
example he reported that '_[Chief of the DDP Records Inte- 25X1C

gration Division] claims that he has so many —to

trace that he simply can't spare anyone.' 99/

E. Processing and Selection

As it did for most aspects of the JOT program, the DTR's 1951
staff study established the pattern for the processing and final selection
of the candidates once they had been recruited and had become definite
possibilities for entry into the program. The staff study contains a
nine-page appendix devoted to ''the Testing and Assessment of Appli-

cants.' Because that appendix not only sets a basic pattern that was

-80- .
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followed throughout the 1951-66 period but also discusses the philo-
sophical and psychological aspects of testing and assessment, it is
attached to this report as Appendix A, *

A 1960 staff study of the management of the JOT program contains

. a general summary of the processing and selection of candidates, one

that is highly condensed and over-simplified but serves well as a point
of _départure for a more detailed discussion. 100/ That summary states
that after the potential candidate is identified and interviewed by the
field recruiter and judged promising, he is "given a written test pre-
péred by the A%E Staff and administered throughout the yvear at 35 loca-
tions over the country.' If these tests indicate to the JOT staff that he
is a ''good'' candidate, he is invited to Washington at Agency expense
for interviews. Affer the interviews, according. to the summary, he is
either seclected or rejected; selection is subject to ""medical and secur-
ity checké. " The following paragraphs amplify aﬁd exemplify the gen-

cralities given in the summary.

% P, 196.
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- . .5. Admission. During the first five years of the JOT program,
as noted earlier in this history, the JOT's sclected for the program

B were admitted individually when they became available and entered into

- ' scheduléd training courses with other Agency students. Oftentimes it
was necessary for them to wait for the beginning of a course, and they

- :
were assigned to temporary chores while they were waiting., Later,

- when the JOT's came on board in groups, an organized procedure of

- indoctrination was established. This consisted, usually, of one day~
devoted to ;ser.sonnel processing and personal interviews with their

- JOT staff counselor -- the man who would be with them as friend and

- monitor throughout i:he program -- and with the chief of the JOT staff
and the DTRu A second day wé,s devoted to meetings of the entire

= group.

- The VIP aspects of these group meetings have been described
earlier -- the students were addressed by the DCI and a number of

- .oth.er“ very senior Agency officials. ~These VIP addresses served to

- impress them with thg importance of the Agency's mission and to
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assure them that they had been very carefully selected to play signifi-
cant roles in the accomplishrr;ént of that missioﬁ. Whatever feeling of
self-importance or éense of elitism these VIP talks may have created

in théir minds was soon c_l.iininished, however, by the talks of the DTR

- and the C/jOTP. The DTR's talk was usually brief and blunt: they

had beén selected for the program because they had outstanding capa-
bility; ~thé de‘}elopment of that capability would be severely tested through-
out the program; what they got out of the program.depended on what

they put intoi it. The Q/JOTP used the DTR's talk as a sort of synopsis
and went into cletaileci discussion of the philosophy of the program, the
goals toward. whicﬁ it strived, the performance expected of its partici-
pants, ahd the realities that they would face in meeting the achieve-
ment sta.ndards set for them. In 1961 ccided to put his talk ogx1A
paper as a ''Recapitulation' of the methods and objectives of the JOT
program and give copies to 'all successful c‘andidates.." Because that
recapitulation captures the spirit and flavor of the program as it existed
“after ten years of successful development, it is attached to this paper

as Appendix B.*

* P, 206.
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III. Program Management

A, Organization and Personnel

1. Organizational Development. Although the organizational

relationship of the JOT program to other activities of OTR during the
1951-66 period has been described in earlier historical papers, * it is
reviewed here briefly as background. From the beginning of the pro-
gram early in 1951 to September 1952, the professional trainee pro-
gram -- as it was then called -- was orlie of the responsibilities of the
Basic Divisi‘on of TR(O'), tﬁe designation given to the non-clandestine
training activity in OTR. The JOT program first appeared on the offi-
cial Qrganization chart of OTR in September 1952 ~- as the Junior
Officer Training Division (JOTD). The JOTD was shown as one of the
Divisions of TR(O) reporting to the Deputy Director of Training (Overt),
6.ne of the two DDTR's reporting to the DTR at the time. The JOTD
appe:‘;xred without chang.e of designation or level after the February 1953
reorganization of OTR and after the December 1953 reorganization,

the one that eliminated the dual-deputy system and established a s.ingle

DDTR.

% OTR-5, pp. 21 and 119, and OTR-6, pp. 4 and 9.

Approved For Release 2001/07/12 : (C:IA RDP90-00708R000300100001-5
”“%rr

‘-..o’\,*',



P d

A SR -
‘ Ty e 4

Approved For Release 2001/07/12 : CIA-RDP90-00708R000300100001-5

In December 1954 there was another reorganization of OTR,
one that reflected some of the. IG's recommendations and also paid lip-
service to a few of the recommendations made. by tﬁe Agency Manage-
ment Staff. On.e major change was the elimination of all '"Division'
designations and the establishment.of ""Schools. " An apparent mqjor

: Cha.ngé was the transfer of the JOT program to the jurisdiction of the
OTR Sﬁpport Staff with the designation of the Junior Officer Training
Program. In actual practice the chief of the JOT program continued
to report directly to the DTR; the subordination to the Support Staff was
one of the lip-service aspects of the reorganization, In February 1956
the DTR apparently decided that lip—sérvice was no longer necessary,
and the JOTP was reinstated at the School level. On the official DTR
organi‘zation chart is suéd in May 1956 the JOTP appeared at the School
level, and it continued in that position throughout the remainder of the’

1951-66 period.

2.  Growth of the Staff. As noted earlier in this history, whenogyx1A

4 _ relieved Ml 25 cbief of the program in April 1952, his stg?ﬂA

25X1A
consisted of two clerical people and one military 'ojfficer,_

 Approved For Release 2001/07/12 : CIA-RD&30-00708R000300100001-5
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_ qssigned on a temporary basis tp handle the Military Agreements phase
of the program. -cont‘inued in the position until August 1953, 25X1A
and during the first half of calendar year 1953 he was assisted by a 25X1A
v second military officer, Commander_ After July

1953, apparently, there was no longer a need for a military officer on

the staff -- the military agreements had been established and imple- 25X1A
mented and the OCS proceaures had become routine -- andjjjjjjjjl~225X1A
not replaced. Early in July, however,_ a JOT

graduate, waé assigned to the staff and served until August 1955, devot-

ing a maj;)r part of his time to the processing of the OCS arrangementg.5X1A

In January 1954_ an OTR careerist, was assigneﬁlsx,lA

to the staff as| ] cdeputy; he held the position until August 1956,

when he was reassigned and replaced by _ * From

April 1952 thr'ough August 1956_, then, the JOT staff consisted of the

25X1A

L
chief, never more than two officers assisting him, and never more

than three clerical aides.

k The deputy designation was dropped temporarily at this time and

reestablished in December 1956 with ||| -:sicned to the 25X1A

position.
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Late in 1955 the IG Staff made a survey of the JOT program,
and the report of the survey wé,s submitted to the DCI in February 1956,
112/ In that report the IG recommended that ''the present T/O of the
JOT Division in OTR be increased by five positions, three individuals
of professional grade to be selected one each. from the offices of the
DD/s, .DD/P, and DD/I on the basis of their experience and knowledge
of thesg components and the remaining two to provide necessary cleri-
cal support.,' Apparently the IG's recommendation was approved ~-- in

principle, at least -- for in November 1956 the DTR recorded that the

DD/s, on 16 October 1956, had approved the increase of the JOT staff

by four positions. 113/

95 -
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valuable element of continuity as the program and the staff have changed

over the years.* Other training officers assigned to the staff before

the close of the 1951-66 period were || NEGTENGNGN- 1o scrved from 25X1A
' 25X1A

February 1964 through 1966; [ EGcIczczNGGEG ' o replaced I i25X1A

April 1964; and_ who was appointed in June 1965. 25X1A
Perhaps the most important support addition to the JOT staff

came in the fall of 19_56,‘ when the Office of Personnel detailed an offi-

cer to the program. 114/ Before that time, the processing of person-

nel actions for the JOT candidates was a very complicated activity

involving the JOT staff training officers, the OTR personnel officers,

and components of O/Pers -- components that were located in buildings

some distance from those occupied by OTR. The personnel officers

detailed to the staff in 1956 and thereafter were assigned on a rotational

basis and were not actually members of the staff, but they devoted full

time to personnel actions required by the JOT program -- both EOD

actions and placement after the completion of training.

| 25X1A
s N s beenr of immense help to the writer of this history,
"and whatever merit the history may have can be largely attributed to

that help.

-97- '
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B - ctired from the Agency at the end of December 1963; 25X1A
he had served as chief of the iOT program for more than eleven years.
He had. taken over the program when it was still in the experimental
stage and had not even begun to achieve Agency-wide recognition and

: : 25X1A

respect. With Baird's strong support, B - ccd the multitude of
problem§ that arose in the developmeﬁt of the program, solved most
of them, and fought hard for solutions even when it was impossible to
find them. He was impatient with red tape and often -- in private --
decried vehemently what he described as bureaucratic idiocy; but in
the interests .of the program he al\;;rays used ta.ct and diplomacy in try-
ing to clear the obs‘éacles that the bureaucracy put in his path, Through-
out his tenure as chief he succeeded in converting his dedication to the
program into a contagion, The members of his staff acquired the same
dedication and gave of their time and energy just as generously as did
their boss. When _retired at the end of 1963, the program had25X1A

achieved outstanding success, and its graduates had demonstrated its

practical effectiveness as a training program for future leaders of the

8-
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Agency. If there was any one factor injj i cadership that could 2EX1A
be identified as the key to the success of the program, perhaps it was
his adamant refusal to compromise the quality of the program. #

| , 25X1A
B - followed as chief of the program by Robert

_Was an OTR careerist who had served as chief

of the Intelligence School and as Deputy Director of Training in the

25X1A

middle and late 50's and subsequently had been on rotational assign-

. 25X1A
ment overseas with the DDP. _reported for duty with the JOT
 staff on 3 December 1963 and officially assumed the position of chief
on 31 December. Because he had held responsible positions in OTR
during the formative years of the JOT program, he was thoroughly
familiar with its objectives and problems; and because of his tour of
duty with the DDP, he not only understood the DDP requirements for
JOT graduates but also had ready access to senior officers of the

. . 25X1A

‘Clandestine Services. Perhaps the fairest evaluation of_

administration would be the statement that he guided the pro'gram

% This evaluation is that of the writer of this history, who was an OTR
school chief and worked very closely withjjJJJJEzom 1957 througlR5X1A
1963.

%% A brief account o ackground and pre-CIA experience
is given in OTR-6, P. o1,

25X1A

_ ‘ . -99-
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during the most troublesome years when demands for the graduates
were the greatest and budget and manpower pressures made it impos-
sible to meet the demands -- and during those years he kept intact the

high qualitative standards of selection and training.

‘When ook over the program at the end of 1963, his
25X1A

staff consisted of four training officers, one assistant training officer,
and four clerical assisfants. In February 1964, an additional trainin

4 25X1A
officer, -was assigned; but there were no further increases in
the staff until late in 1965. In October the DTR informed the DDS that
in order to effect the '"planned expansion' of the CT program the staff
would have to have two additional officer positions. 115/ By the middle
of December the two additional positions had been allocated, and OTR
was ''actively recruiting against" them. 116/

B. Duties of the Staff Officers

Many of the duties performed by the officers of the JOT staff have
been idelntified, either implicitly or explicitly, in the discussion of
rec.ruiting and selection; and all of the other duties are described in
the following sections on training programs and placement procedures.
It would be useful here, however, to identify thosé duties briefly within

the context of program management.

: | -100-
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1. Participation in Selection. During the recruiting and selec-

tion processes the staff members examined candidates' applications
and ''profiles, ' evaluated transcripts of college grades and reports of
field interviews, and sat as members of selection teams and panels 1;1 |
making final judgment of acceptability.

2. Advising and Counseling. Each member of the JOT staff was

assigned a number of JOT trainees -- the number depending upon the
£rainee load at any given time -- for whom he would act as advisor and
guide throughout the training period. The staff counselor's job was to
get to kno§v his trainees, their characters, their capabilities, their
limitations, and their personal problems. The objective of the coun-
selor was successful, of course, only to the extent that he won the
respect of the trainees -- and they were highly intelligent young people
who had. already échieved some distinction in academic pursuits and
often in other fields,

" 3. Evaluation of Performance. One of the staff officer's duties

- was to keep informed of the performance of his advisees in the various
training courses that made up the program. This he did so that he

could detect performance problems when they arose and help to solve

- _ ~-101-=
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them before they became serious and so that at the end of the formal
Eraining program he would be better able to determine the most appro-
priate job assignments for his advisees.

4. Participation in Placement. Because the placement of JOT's

after formal training was one of the critical stages in the whole pro-
gram, great care went into the making of placement decisions.
Although the performance records constituted good evidence of assign-
ment sui'tabillity, the staff advisor was best qualified to interpret the
records of his advisees, and very often he made the final decision on
.placemeﬁt.

5. Monitoring On-the-Job Performance. One of the key features

of the JOT program throughout most of the 1951-66 period was the

retention of the JOT on the OTR personnel roster after the completion
of the formal training and until the completion of the on-the-job train-
ing. There were a numb'er of advantages in this arrangement, as will
" be notéd later, but all of those advantages depended upon the staff offi-
cer's awarencss of how his advisees were performing on the job. The
monitoring of on-the—.jéb performance, then, was one of the staff offi-

cer's most important duties.

Approved For Release 2001/07/12 :
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C. The Program Coordinators

During the greater part of the 1951-66 period the JOT staff had no

fixed internal organizational pattern. There was a deputy chief --

_ . 25X1A

_from January 1954 to August 1956 and- from Decené-5x1A

ber 1956 to June 1965, Some of the staff officers were considered to be
DDI, DDP, or DDS representatives on thé staff, but there appeared to
be no need for any formal internal organization recognizing the fact, *
In August 1960, however, a Program Coordinator was designated offi-
cially as a part of‘the staff.

1. The Rationale. The establishment of the Program Coordina-

tor was the result primarily of criticisms that appeared from time to
time in the student feed-back, which was encouraged -~ even required
-- as a sort of quality-control mechanism. Some of the students felt
that thé individual segments of the training program were being given
by the OTR Schools without coordination with the other segments of the
program; this resulted, they believed, inl repetition of substantive

coverage and duplication of skills training. The DTR, always

* After the expansion of the staff in 1965, the training officers were
formally divided into four groups: Internal Phase, DDI Representa-
tives, DDP Representatives, and DDS Representatives,

-103-
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sensitive to student criticism -- often without determining the validity

of it -~ took action to remedy the assumed ill by appointing an officer
whose job it would be to assure that all segments of the formal training
program were closely coordinated and that all repetition and duplication

were eliminated.

25X1A

2. The Coordinators. On 19 August ool o

25X1A

the first JOT 1J.-'.?'rogram Coordinator. [JJlibad served an earlier
tour of duty with OTR és the Operations School Chief of Field Trainin§5x1A ‘
_from December 1954 to October 1956, He was familiar

with OTR's problems and had blayed an important role in the develop-

ment of the clandestine tréining segments of the JOT program. He
appearea to be an excellent choice for the assignment. In all truth,
howev.er, he accomplished very little during the few months tha‘t he

held the position; his major allegiance was to the Clandestine Services,

and -- as were so many of the CS officers assigned on rotational tours

of duty with OTR -- he was primarily concerned with keeping his DDP

fences mended. %

* This uncomplimentary judgment is that of the writer of this history,
who was Chief of the Intelligence School during B crure as 20XTA
Program Coordinator. '
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25X1A
X1A

25X1A
was appointed. As noted above, ||| v-s = long -time OTR career-

n [ cft the position in March 1961,

.ist, knew the problems of the JOT program, and was devoted to OTR's
interests. He worked very hard at the coordinator's job, but in all
p'robability he found it a frustrating one. Whether or not he actually
accomplished anything of importance is open to question. In any evef§5x1A
when _left the job iq March 1964 for a second tour of duty with
‘th‘e DDP, no successor was appointed, * |

3. © Evaluation. When the position of JOT Program Coordinator

| 25X1A

was established in 1960, the OTR School Chiefs -- and possibl
-~ felt that there was no need for such a position. There was no real
lack of coordination among the segments of the formal training pro- 25X1A
gram; the schools -- and_-- regularly exchanged course
schedules, the chief instructors got together and discussed areas of
overlap and duplication, and instructors were constantly sitting‘ in on
courses given by instructors in other schools. What repetition and

duplication there was in the program was intentional and planned; it

was a training device common in all educational efforts.

* In May 1967 the position was reestablished with somewhat different ogyxq1A

duties assigned to it, and _was appointed CT Program
Coordinator.
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25X1A

In addition there was a major coordination device that was

introduced in the early years of the JOT program and continued as
long as Baird was DTR. Once each year all OTR school and staff

chiefs, most chief instructors who took part in the program training

courses, and all members of the JOT staff gathered _for25X1A
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a two-da‘y session devoted entirely to the program. Although a part of
each of these sessions was devoted to the management aspects of the
prograﬁx, a much greater part was devoted to the content and conduct
of the training coﬁrses. School chiefs and chief instrucltors described
course plans in detail and discussed methods of presentation and of
performance evaluation. Questions were raised, and points of conflict
were debated. Baird was always present at these meetings; and at the
end of the session, he and e‘ver}.rone else present knew a great deal
abo‘ut what the JOT was being taught and how. Perhaps it should be
noted here thét these sessions_were not always entire1y25X1A
peaceable. Baird encouraged frankness and honest dissent, and they
were always forthcoming., - Arguments were frequently heated, and tem-
. pers were not always curbed. Baird, himself, wé,s not averse to becom-
ipg involved in argumentation, and sometimes he did,
~D. Summary

This discussion of the management of the JOT program does not
include coverage of the many problems that confronteci the JOT staff
during the 1951-66 period. Those problems will be identified and des-

cribed in a later section of this history. At this point, perhaps an

-108-
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adequate' summation of the program management would be the statement

that both _ did brilliant work in directing the pro- 25X1A

gram during the period, and the program -~ though understaffed -- was

well staffed with men who added dedication to their many capabilities.

-109-
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IV. Training Programs

The three basic elements of the JOT program were selection,
training, and placement -- all three of Which_were functions of the pro-f
gram management discussed above. The selection element, including
recruiting and asséssment, has beén deécribed earlier in this history;
the placement element is desciribed lateri. The present discussion
covers the training element, In his Februar? 1956 report of a survey
of the J’OT program, the Inspe'ctor General said "an essential element
of the JOT Program is the principle of training before assignment to
duty with an operaLting component, After the candidate is entered on
duty he is given a series of training courses designed to give him a
thorough indoctrination in Agency activities .and skills.'" This state-
ment, capsulized as it ig, provides a sound point of departure for dis-

cussion of the training element of the JOT program.

A, Program .Development, 1951-58

1. The Original Plan. The introduction to the DTR's July 1951

~staff study states that "Basic Training is already established to provide

professional trainees with the necessary skills and knowledge to enable
them to enter an office with general competence in intelligence, and to

make the most of‘on-the—jo_b training." 117/ The obvious implication

" -109- ,
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is that the DTR feit that training courses already established were ade-
'quaﬁé to provide the formal training that the JOT would require. This

" is made explicit in Appendix F of the staff study. Here the basic train-
ing coursés of the "CIA Intelligence School" are described as ""designed
to give the trainee the knowledge and skills basic to intelligence."
These courses, acéor‘ding to Appendix ¥, consist of the necess\éry lec-
tures on orieptation, mission, and security; the structure of the US
Government and CIA's role therein; the missions of the Intelligence
Advisory Committee Agencie.s; the organization of CIA; the world situ-
ation, foreign poiicy, the Soviet Government and its history; and the
methods employed in intelligence. The staterﬁent admits that these
"early courises cannot turn out finished intelligence officers' and notes
that the "tentative twelvg week program will be interspersed with prob-
lems and training films, and selections for readings in foreign lan-
guages.' A separate appendix in the staff study outlines the language
training phase of the "tentative' 12-week program, indicating that the
foreign language would B_e Russian and the trainees would devote 20

hours each week to it.

- \ -110=
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There are three significant aspects of this 1951 plan for the
training of JOT's. The first is that at that time the "CIA Intelligence
School" \'rva.s still a concept in Baird's mind, and the basic training
courses in the '"school' were also nonexistent; actually, the concept of
the ..school ﬂever did materialize as such, but the basic courses did, *
The seqbnd significant aspect of the plan was the absence of any refer-
ence to clandestme operations training for the JOT's; obviously, it was
assumed that the ""professional trainees' would be prepared for duty

~ with the non-covert cbmponents of the Agency. The third aspect was
that -- aside from the absence of reference to clandestine training -~
the plan identified all of the elements that later became parts of the

JOT program.

2. Early Development. In his 1971 retrospective paper on the
evolution of the JOT program,-says that the formal training 25X1A
program was at first "a hit-or-miss jumble' and that the program
management had to ''play it by elar. " 118/ Actually the training pro-
gram for.thc.a professional trainees dt;ring the early years was not as

unstructured as -recalls. As noted earlier, the first group of25X1A

* See OTR-5, p. 32.
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trainees began the program in July 1951, They w.ere given a 14-week
course divided equally into study of intelligence and study of Russian,
a half of each day to each. The intelligence half of the course was prof
ifiaed by the Basic Training Division of TR(O), and the Russian study

was doﬁe_ through external training arrange-

ments. This plan, to be sure, had an element of the '"play-it-by-ear"
' SX1A
25X1A

approach, but it soon changed: In 1952 Baird persuaded

N - transfer from the Office of National Estimates to OTR to develop

a '"basic intelligence course'' specifically for the professional trainees, *

119/ and during 1952 the study of Russian was dropped as a major pang1A

of the program. By mid-1952 lllllh2d developed a six-week course,

and it was being given for those professional trainees who had entered

on duty after July 1951. By the fall of 1952 it had become apparent that

‘the intake of professional trainees did not warrant giving the course for

them alone, and it was opened to all professional recruits.
From that time until mid-1954 the six-week Basic Intelligence
Course constituted the formal training program for the JOT's. At the

completion of the course the trainees were assigned either to language

25X1A

* A brief description of il b2 ckground and experxence is g1ven in
OTR-6, p. 53.

. ' -112
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training or to on-the-job training. In 1954 the Basic Intelligence Course
was discontinued as such, and the content of it was reorganized into a
four-week Basic Orientation Course (BOC) and a four-week Intelligence
Principles and Methods Course (IPM)., The JOT's took both of these |
‘courses; the trainees entered on duty individually when they became

available and were assigned various interim tasks while they awaited 2BXAA

the beginning of the BOC.
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regulation, mandatory training for all Agency professionals; the ITC

- was elective and was to be taken primarily by officers assigned to ana-

lyst positions and by JOT's whose major interest was in the processing
and production phases of intelligence.* Very few non-JOT's elected the

ITGC; the course was soon oriented particularly to the needs of the JOT"s,

‘and -- in effect if not by design -- it became a JOT course, the first

except for the course started by - in 1952, DBEXAA

B. The Integrated Program

1. The Rationale. -During the ea.r.ly years of the JOT program,
when it was still considered experimental and the number of trainees
was small, the individual admission of JOT'.s on a when-available basis
and thé placement of them in regularly scheduled .courses was the only
pradticable way of handling the program. Deferment of the individual's
EOD date would have risked declinations to accept jobs immediately
available aﬁd thus would have wasted the time and expense of the selec-
tion procedures. In addition, the numbers coming on board did not
warrant special courses for the JOT's. By 1958, however, the program

had proved .itself; it was no longer experimental, and it had been

* See OTR-8, pp. 43-49 and 104-107,
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a-ccei:»ted Agency-wide as a major source of young professional officers.
As early as 1956 the IG had given full approval to the program and had_
recommended that it be expanded.,

It was expanded', of course, and by the middle of 1958 the
chief of the program and the DTR decided that the time had come to
systematize the recruiting and selection so that JOT's would enter on
duty once each year in one group. The concept had ample precedent
in the time-honored admission practices of academic institutions. The
once-a-year adrrﬁs sion pra.c.tice woﬁld require a major change in the
entering ef JOT's in traiﬁing courses, s0 a part of the plan was to
establish a series of courses for JOT's only; the numbers to be admit-
ted would easily justify such a program.

Because the implementation of the plan directly affected only
OTR and. O/ﬁPers,l it was considered an internal OTR reorganization;
and the approvals of the DDS and the Executive Director were given
informally. There appears to be no rec‘ord of who devised the term
"integrated prograrﬁ, '""and it is of no great consequence; at the time,
"integration' had not yet acquired connotatioﬁs of conflict, and the
term did describe accurately the merging of many of the aspects of the

JOT program.

-115-
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2. The Courses. In September 1958 the chief of the JOT pro-

gram, in a report to the OTR Plans and Policy Staff, outlined the

sequence of training that would be given to the first class of JOT's in

25X1A

the integrated program. He said that the JOT's, who would enter on

-116-
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Communism. It covered the origin and development of the Communist
movement, the philosophy of Communism, the rise of Communist gov-
ernments in Europe and Asia, the development of Communist parties
in the free world, and Communist methods and tactics. At this time,
of course, Communism was considered a real and present danger to the
free world; the major objective of the course was "know the enemy, '
After the Communism course the first group in the int_egrated
program was givén a two-week course called "The American Heritage. "
The concept of this course wa s developed by_ then25X1A
chief of the Intelligence School, and approved by Baird., At first glance
the rationale behind thé concept appeared to be sound: after learning
of the mission of US intelligence and the Agency's part in it, and after
studying the enemy and the nature of his threat to the American Way of
Life, the JOT's should leaf‘n exactly what it was that was being threat-
ened -- what, that is, intelligence had to defend; and because the JOT's
were extremely intelligent young péople with outstanding academic rec-
ords, the teaching had to be done at a highly sophisticated level, using
the best brains available in the country brought in frpm major univer-

sities and high places in government.

' - : -117-
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While the American Heritage course was in the planning stage,
some seniér OTR instructors, all of whom were invoh}ed in the develop-
ment of the integrated program, * raised eyebrows and scratched heads
after a second look at this rationale. If, indeed, the JOT's were
extremely intelligent young ‘peoplé' with outstanding academic records --
most of them in the fields of political science and history ~- couldn't
they bg expected to know and understand the traditional values of the
American Wayr of Life? Was it necessary or profitable to devote two
full weeks and the.bestA brains of the country to the review and embel-
lishment of what they. already knew? Such questions were raised and
summarily dismissed as the unenlightened views of small men with

little vision. Planning went forward; comprehensive reading lists were

compiled, and letters of invitation to speakers -- prepared for the D%'%A

signature -- were drafted. I dcsignated himself as chief instruc-
tor of the course, and most of the preparation work was done by JOT's

already on board awaiting the beginning of the first integrated program.

* One of these, of course, was the writer of this history who was chief
of one of the Intelligence School faculties at the time.

| | ~118-
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| A few days befc;r_e the program began i.n October 1958 the

American Heritage ran into trouble. The lead-off guest speaker was
to be a distinguished -- perhaps notorious -- professor of political |
science in a prestigious eastern university. The letter inviting him to
speak was sent throuéh chahﬁels for the DCI.'s signature and Wa..s soon
bounced back to OTR@nsigned. It seemed that the academic gentleman
addressed was at that time in great disfavor with the Administration,
and in high places in the Agency it was decided that it would be unwise
to extend an invitation to him, It appeared also that some of the other
best brains on the guest speaker list might be politically tainted, and
it was suggested to OTR that the guest-speaker level be lowered to a
safer plane.* This was doné, and the American Heritage course was

given sans best brains for the first integrated JOT group. %%

* In his 1971 recollections of the evolution of the JOT program,dﬂA

notes that ""one idea, eventually turned down by the DCI, was to have
the class addressed by a number of distinguished citizens of various
political and philosophical persuasions.' 122/

#% The course was abandoned after the first running, and some ele-
ments of it were incorporated in the expanded Intelligence Orienta-
tion course for JOT's,
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After the American Heritage the group was given a five-week
Iﬁtelligence Techniques c'our'se, essentially the same ITC that had been
ldeveloped in 1956, The majbr change made by the integrated program
was that all JOT's -~ not only those interested in intelligence research
and production -- took the course. The reasoning was that all JOT's,
regardless of their eventual assignments, should have a basic under-
standing of the processing of intelligence information and the production
of fi‘nished intelligeﬁce. The ITC was a do-it-youi‘self course; all of the
instruction -- the presentation of problems and the detailed critiquing
of solutions -- was done b‘y members of the Intelligence Production
Faculty of the Intelligence School.

| After the ITC'came the Clandestine Services Orientation (CsO),
a two-week course devoted td the missions and functions of the DDP.
Like the ITC, this course was required of all JOT's -- on the basis of
the same rationale: those JOT's who would not later be assigned to |
the DDP should have a basic understanding of clandestine operations

as an essential part of the Agency's mission.* The CSO was given by

* The requirement that all JOT's take both the ITC and the CSO was
also an early attempt to break down the parochial barriers that had
always separated the overt and covert sides of the Agency.
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the Headquarters Training Staff of the Operations School and made use

of guest speakers from the Clandestine Services, seminars, and case

25X1A
" studies.

The nine JOT's who ''entered specialized training in Research'

went into the 12-week Intelligence Production Course (IPC), a new -
course developed by the Intelligence Production Faculty of the Intelli-

gence School. The IPC was designed to provide for those JOT's who
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were to be assigned to the various components of the DDI an in-depth
coverage of the missions of each of the DDI Offices and the methods
employed to meet those missions. The course was composed of back-

ground lectures; visits to the components for observation of, and brief-

ing by, the working analysts; practical problems related to components'

work; seminars for review and discussion; and a final research paper
on a major intelligence problem. One significant aspect of the course
was the fact that several instructors took part continual'ly, and all of
them had had at least‘four yéars of working experience in a DDI com-
ponent.

The first running of the integrated program -- with the excep-
tion of the American Heritage phase -~ was judged successful by the
DTR and the JCT staff, and it set the general pattern for JOT training
thereafter.l There were, of course, many minor modifications and

some major changes. The more important of these are described in
25X1A

the following paragraphs.

-122-
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The next major step in the expansion came in March 1964. By

that time the concept of bringing in all new professional employees of

‘the Agency through the JOT program had gained popularity in some

influential quarters -- not, however, in OTR. A part of this concept

. was the conviction that the eventual component assignmentg of all JOT's
'sho_uld be determined at the time of EOD, This conviction was not
sha.red by the JOT program staff; they felt that such action would defeat
'lc.)ne of the major objectives of the program -- placemgnt after demon-

 strated competence for and interest in the specific job. In a,ﬁy event,

in March 1964 the decision was made by the DDS and the Executive

Director to increase the number of annual JOT classes from two to

four, the nurﬁber of JOT graduates each year _ and the 25X9
authorized personnél ceiling for JOT's|jll per year. 130/ To imple25X9
ment this decision plans »weré made to begin classes in July 1964 and

in January, March, and October 1965. The July and January classes

would have about [l JOT's in each, most of them to be assigned even-

tually to the DDP; the March and October classes would have about [l 25X9

JOT's in each, all of them having been specifically,designated for

assignment to the DDI, the DDS, or the DDS&T. 131/
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) The four-classes-per-year system was put into effect, but
recruiting fell far below the established goals, and the individual
classes were much smaller thaﬁ the plans stipulated. The concept of
bringing in all professionals through the JOT program faded away -=
not because of opposition from OTR but because of the realities of
recruiting to fill specialize& jobs iﬁ the DDI and the DDS&T, jobs that

had to be filled by people with maturity and experience considerably

above the JOT level.

D. The DDS Program

1. Background. During the first three years of the JOT program

the orientation of the training was entirely toward the DDI. Beginning

late in 1953 the DDP became interested in JOT graduates, and from

that time through 1965 the program became a major source of young
officers for DDP assignfnent with as many as 80 percent of the gradu-
ates going into the Claﬁdestine Services. Although a few graduates
went to the DDS during the 1951-64 period, the program did not develop
a DDS-oriented phase until late in 1964. The need for such a phase,
however, had been suggested by the IG as early as February 1961. In

a report of a survey of the Office of Logistics, the IG recommended

- -126-
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that 'the Director of Training increase the emphaeis on logistics,
especially as applied to station and project management, in the Junior
Officer Training Program. " 132/

Although the IG's report mentioned only logistics, it was the

first official suggestion of the wisdom of iﬁcleding support training in
the JOT program., The only recorded OTR reaction to the IG's recom-
mendatien caxﬁe from__then the JOT Progré.m Coordinator. 25X1A
. In an August 1961 report he referred ;co the IG's recommendation,
describéd.the support coverage in the program at that time, and con-
- cluded that coverage of the logistics function "is adequate in the train-
ing program currently given to all JOT's." He added the statement
that specia.l. courses in logistics were open to JOT's after they com-
pleted the program. 133/

2, Planning. From f’hat time until March 1964 there was much
talk of support training becoming a part of the J'OT program, but there
was no action, In early March 1964 there was a meeting. of the chief |
of the iﬁtelligence School, the chief of the OTR Plans and Policy Staff,
and a rﬁember of the DDS Administraﬁve Staff in which there was ''pre-

liminary discussion'' of a support services segment of the JOT formal

~ training program. 134/ There is no record of what prompted this
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meeting, but there is a record of a follow-up meeting in which the prob-
' 25X1A
able reason for the first meeting was surfaced. On 1 June 1964*A

B o: the Headquarters Training Staff of the Operations School, ﬂb\

X1A
I : th.c OTR Plans and Policy Staff, and ﬁ)ﬂp\

_of the Office of the DDS met to discuss a "Suppoxnc1A

- Services portion of the JOT Program.' 135/ The record of that meeting

states that "discussion revealed that the DDS wants JOT's to qualify for
' éhief of support at s—ina.ll stat.ions. " The meeting closed with the agree~
ment that OTR would begin to construct the kind of program that the
DDS wanted. |

3. The Support Services Course. By the middle of October 1964

OTR ha;d completeqfl the planning, and the DTR submitted to the DDS an
outline of the proposed Support Services Course. 136/ The course was
to cover eight weeks and would be given in two phases. Phase one was
a five- to eight-day coverage of administrative concepts, support poli-
cies, .and the mission and prganization of the DDs. Phase two was to
last from six and one-half.to seven weeks and cover practical aspects

of field administration with emphasis on support at small stations --

- personnel, finance, 1ogiétics, and security -- and the teaching methods

would be practical exercises, case histories, and a comprehensive

-128-~
rBQP ;00708R000300100001-5

S
A W ST

AApproved For Release 2001/07/12 :§



Approved For Release 2001/07/12 : CIA-EDQ’@OEDI?OSROOO3OO100001-5

problem. The plan was to offer the course twice each year, at the
conclusion of either the 18-week Operations Course or the 6-week

Operations Familiarization Course. The first running was scheduled
| ’ 25X1A

for 25 January 1965.

. -129-
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F. Language Training

As noted earlier, one of the basic objectives of the original pro-
fessional trainée program was to develop the foreign language capability
of the trainees so 'that all of them would have a working fluency in at
least one foreign language. The first group of trainees, the group that
began the program in July 1951, devoted half of their training time to
the study of Russian. This pi‘actice wa s séon ak}andoned, partly because
of the difficulties that developed in administering and controlling the
language training i‘n. an external facility and partly because £he need for
‘RuSSian language competence in the Agency turned out to be much less
" urgent than had been anticipated early in 1951. Thereafter there was
no clear.ly'defined language training policy in the JOT program. Some
JOT's were assigned to language training after they had completed the
program and ﬁad been assigned to ope'rating components -~ usually to
meet the specific language needs of the individual components. Some
JOT's took after-hours language training while they were in the pro-
gram =-- usually to maintain a language competence that they had had
when they came into the Agency. In short, the language training
aspect of the JOT program became peripheral and incidental. For

example, during the 1953-56 period only about 10 percent of the JOT's
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haé taken language training of any kind, 146/ and most of these had
taken their training in the "soft" languages -- Spanish, French, and
German.

An OTR staff study of the management of the JOT program early
in 1960 laments the lack of a language training policy in the program
and suggests that oné reason for it can be the fact that the Agency had
" no stated policy on language competence. 147/ The study also points
out that although the professional recr‘uiters in the field look for JOT
cgndidates with foreign language competence, such competence cannot
be made a condition of employment; if it were, the study says, ''future
classes will simply shrink in size unless standards are lowered in
some other, very likely more important, direction." The study then
goes on with a strong recommendation that a language competence policy
be established in the JOT program making certain levels of fluency a
requirement for completing the program.

No actioﬁ was taken on the recommendation, and language training
continued ds a ha.phazard activity., There was, of course, some excel-
lent langﬁage competerice‘ among the JOT's. In 1958, for example, the
chief of the program reported that he had nominated ten JOT's with

fluency in Russian and Czech as possible interpreters for visits of
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delegations from the USSR and Czechoslovakia on cultural exchange
programs. 148/ There is no record of whether or not any of the nomi-
nees were accepted. Among the JOT's there was enough language com-
petence to permit cashing ‘in on the "Language Incentive Awards Pro-
gram., "% In March 1960, for example, the chief of the program reported
that between October 1959 and March 1960 JOT's had been awarded a
total of.$1', 200, most for German, Spanish, and French. 149/ In August
1961 the DTR reported that during fiscal year 1961 twenty-three JOT's

had been given 31 language awards totaling $2,662,50, 150/

G. On-the-Job Training

In the original concept of the JOT program, on-the-job training
was equai, perhaps greater, in importance to the formal training pro-
gram. During the first two years, when the JOT's came on board indi-
vidually when available and were entered into regularly scheduled
courses when those courses started, an attempt was made to assign
the JOT's to desk training during the intervals of waiting. This, of
course, didn't work, Supervisors were reluctant to take nonproductive

bodies for short periods of time, there were not enough JOT staff

% See OQTR-9.
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officers to help the JOT's .find short-term desk assignments, and at
that time DDP components would have nothing to do with JOT's -~ they
were all secilrity risks. Even on-the-job assignments for the JOT's
after completion of. the formal training program were hard to come by; :
The program had not yet proved itself; and although some supervisors
were glad to get bodies that 'didnl't encumber thei:r slots and put them
to work doing clerical chores; very few were willing to do any actual
on-the-job training. 151/ |

In April 1953, however, the JOT staff developed a '"coordina ted
program'' for on-the-job training, a program whereby the JOT staff
wouLl_d arrange for a desk assignment for each JOT who completed the
formal training. / In conjunction with the JOT staff member, the
supervisor wrote out the elements of training that would be given the
JOT on the desk assignment and set a definite period for the training.
At the end of that period. the supervisor would notify the JOT staff of
the component's decision about keeping the JOT and assigning him to
a position on the component's personnel table of organization. In his

1971 retrospective review of the JOT program,-describes the 29X1A

~ development and the principles involved in it, Because that
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description reflecté so well both_philoaophy of training and hig5X1A
'pers"o‘nal dedication to the.J'OT program, it is attached to this paper as
| Appendix C, 2
H. Addenda

There are two factors related to the JOT program that should be
mentioned at this point but do not warrant discussion in detail. One is
the performance eiraluation of the JOT's conducted throughout the for-
mal training program, and the other is the change of the name of the
Jﬁnior Officer Training Program to the Career Training Program.

l. Performance Evaluation. In his original proposal for the

e-stablishment of the professional trainee program the DTR made it
abundantly clear that the traifxee's performance in training would be
closely observed and frequently evaluated; his retention in the program
and his continued employment with the Agency would depend on the
quality of his performance. This principle was upheld throughout the
1951-66 period, and performance evaluation and the reporting of it was
one of the important duties of all instructors involved in the program.,

In his 1956 report of a survey of the JOT p.rogra,m the IG wrote, '"While

* P, 210.
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attending i:'raining courses, the f.rainee is under constant observation.
His work is evaluated by the instructors and reports of his progress
are submitted to the JOT Division. "

The methods of evaluation varied with the individual training
courses, and the methods chang_ed from time to time over the years.
In the 'Intel'ligence Orientation course, for e‘xample, there was little
actual student performance that could be evaluated during the course,
and the evaluation was done on the basis of a final examination alone.
In the Intelligence Techniques course, on the other hand, there were a
dozen or more specific problem-solving exeréises, and each was cri-
tiqued and graded. During the early years of the prografn the fitness-
report scale was used as the basic evaluation device. In the late 50's
the "WAPSO scale" was introduced and used in all courses in the pro-
gram. This device established five 1evelslof performance -~ weak,
adequate, proficient, strong, and oﬁtstanding. There were times dur-

ing the 1951-66 period when narrative evaluations were required --

written analyses of the JOT's performance stressing strong points and

weaknesses. In the tradecraft courses given | N o 25X1A
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”murder.session” wa's,often used -- all instructors in a course would
get together and discuss the performange of each JOT and arrive at
some common ground for evaluation.
Necdless to say, there was never full agreement among the
OTR schools, the JOT staff, the A&E staff -- which worked closely
with instructors in the evaluation procedure -- and even the instructors
in a single courée about the best methods of Vevaluation. An accepted
system such aé.the WAPSO scale, for example, could mean quite dif-
ferent things to different instructors; and no system of evaluation could
be free from the élement of subjective judgn’ient. Perhaps, after all,
it didn't really matter .very much what system was used or how it was
~used. The JOT's knew that they were being evaluated, and they per-
fornied accordingly; and the members of the JOT staff, who had to make
the final decisions in which the evaluations played a part, knew the stu-
dents well, knew the instructors well, and were quite capable of evalu-

ating the evaluations.

2. The Name Change. In April 1965 the name of the JOT program
was changed to the Career Training Program. The name change actu-
ally had no effect whatever on the program itself, but the rationale for

the change -« at least that part of it that can be reconséructed from

” -138- .
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document‘s and memory -- is interesting and warrants mention here.
As noted above, there was for a time a conviction in medium high places
in the Agency_ that all new professional employees should be brought in
through the JOT program. It occurred to someone -- his identity is
not recorded ~-- that some of the new professionals would be.specia.lists
more méture than most JOT's and might be reluctant to accept jobs
with the Agency if it réquired entry with a "junior' stigma; ergo, the
"junior' must be éradicated._

The first step in th¢ eradication procedure came in January
1965 v;rhen _ then chief of the JOT program, met with severgl5X1A
O/Pers officers, including the Director of Personnel and the chief of
the Personnel Précureme_nt Division, to discuss the wisdom of changing
lthe .Ina'me of the program. 153/ The group decided that it would be wise
to change the name and agreed to recommend to Colonel Lawrence K.
White, then the DDS, that the name be changed from the Junior Officer
Training Program (.TOT.P) to the Career Selection and Training Pro-
gram (CSTP). The recommendation was made, and at some point

between submittal and approval the ""Selection' was dropped and the

program became the CTP,
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'+ V. Placement after Training

A. FEarly Procedures

1. Summary through 1955, The géneral procedures, those

developed during the early years of the program, for the placement of
JOT's after the completion of formal training and on-the-job training

have already been mentioned in various sections of this history. Per-
haps the best general summary of those procedures is that given by the

IG in his February 1956 report of a survey of the program conducted
late in 1955

In making the initial assignment the directors of the JOT Pro-
gram take into consideration the aptitudes and desires of the
trainee and make every effort to place him in the most suit-
able position. Arrangements are made with the appropriate
supervisor to take the trainee into his organization for a
period of from three to twelve months to give him an oppor-
tunity to learn its functions by participating in them. This
method of assignment on a trial basis benefits both supervi-
sor and trainee. During this period of employment the
trainee prepares progress reports at regular intervals for
the JOT Division. The supervisor also submits reports to
the JOT Division describing the trainee's activities and evalu-
ating his performance. Both of these reports are prepared
in narrative form which keeps them from being stereotyped
and hence more valuable, [*]

* It must be assumed that the IG meant that the reports were more
valuable because they were not stereotyped.

‘ ~-141-
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While in the job assignment, the trainee remains on the T/O
of the OTR. This provides the JOT Program with the ability
‘to make assignments without the need for submitting to the
time-consuming delays of normal administrative processes.
It also permits the assignment of trainees to any component
without regard for the limitations of personnel ceilings. This
method provides the JOT Program with unusual flexibility and
mobility in making assignments. It is, of course, subject to
abuse by shortsighted supervisors who view it as a means of
acquiring a high calibre employee at no cost to them. It also
tends to become a form of paternalism in that the trainee is
not exposed to the competition of his fellow workers and can
always retreat to the shelter of the JOT Program and request
reassignment if the situation is not to his liking.

In another section of the report the IG gives figures on the
‘componenfz distribution of JOT graduates as of 31 August 1955. At that
time a total of 139 had completed the program: 85 had been assigned to
the .DDP staffs and area divisions, 43 had been assigned to the Offices
of the DDI, and 11 had been assigned to the Offices of the DDS. Also at
that time there were 43 JOT's in a training stai:us and not yet assigned.
It should be noted that all of the 85 assigned to DDP components had
been so assigned after 1953; before that time the DDP was not interested
in the product of the program, and all of the graduates went into the
DDI components. Actually, then, from the beginning of 1954 through
August 1955 the DDP-assignment trend became firrnnly established é,nd

set the pattern for assignment thereafter.
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2. Weakness in the System. The IG did not identify the prepon-

derance of DDP assignments as a major cause, but he did point out that
there were certain faults in the‘assignment system. In thé paragraphs
quoted above ‘he qualified the advantages of the system by mentioning
abuses by ''shortsighted supervisors' and a form of "paternalism. "
Latér in the report, he describes the placement system as "too hit or
miss" ana debendent upon the temporary needs of components as
opposed to a ''scheduled program based on prior sfudy of the profes-
sional requirements of each .major Agency component resulting from
normal attrition.'" He poinf:s out that a scheduled program for the
placement of JOT's after training would necessarily involve a scheduled
program for the recruitment of JOT's and the systematic entering-on-
duty of a predetermined number of JOT's each year. His specific
recommendation is directed toward that end:

That the DCI direct the establishment of quotas to govern the

recruitment of career trainees for each of the three major

components of the Agency, 1i.e. DD/P, DD/S, and DD/I; such

quotas to be directly proportionate to the professional attri-

tion rate of each component.

Perhaps because the recommendation was directed toward the

' recruiting phase of the program rather than the placement phase, no

immediate official action was taken toward establishing a system of
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(_:ompenent quotas for placement of JOT's after training. An early 1960
OTR stﬁdy of the program applauds the work of th"e JOT staff in finding
‘proper post-training assignments for JOT's but laments the lack of a
sound placement system. 154/ The study recommends that each ma.jor
component be '"'properly tooled up'" for the assignment of a specific
number of JOT graduates eech year and that the requirements for the
‘graduates be.brought. into '"close balance' with the supply. The study
assumed that the DDI and the DDS could do these things "in stride" but
"fhe DDP will likely haye trouble until its assignment system is more
tightly centralized. " By the end of 1959, then, no practicable system

. of placement quotas had been developed.

B. Development of Requirements

1. Informal Estimates. Early in 1959, however, the JOT sta ff

had made informal and unofficial arrangements with the individual DDP
components to submit estimates of their JOT graduate requirements.
In March 1959 the JOT staff reported that the "tentative'' requirements
submitted by DDP 'components for the JOT's who would finish the cur-
rent OC in August were much greater than the total number of JOT's

in the class and that the staff had requested the components to place
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priorities on their requirements so that an equitable distribution could
be made. 155/ Obviously the estimates of requirements had been made
without reference to the available supply.

In February 1960 the JOT staff tried to approach reality by
estaslishing its own quotas for component assignments. On the basis
of the number of JOT's in a training status at the time, the staff judged

that during calendar year 1960 there would be 123 program graduates

and that 90 of these would be assigned to the DDP, 25 to the DDI, and

_ eight to the DDS. 156/ ,1

———

2. DDP Action. Apparently this show of unilateral realism moved

the DDP to take action on the problem. There is no record of the chan-

nels through which the pressures were applied, but in June 1960 the

Deputy Director for Plans officially directed Panel C of the Clandestine
Services Career Service Board to coordinate the placement of JOT
graduates in the DDP. 157/ The panel was ordered to canvass the staffs
and area d;ivisions and get firm commitments for both on-the-job train-
ing and pefmanent assignments for JOT's; the panel was also to ratify

the transfer of all DDP-assigned graduates from JOT slots to DDP

slots.
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C. Expansion of Requirements

l. New Consumers. Between 1960 and 1966 new requirements

were levied on the JOT program by Agency components that had not
previously taken JOT graduates. Several of the administrative units
of the Office of the DCI requested the assignment of JOT's; the DDI

Office of National Estimates requested assignment of one JOT; and
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To the credit of the DDP and the JOT staff it should be pointed

out that the lowering of the selection criteria and the training require-

ments was not at any time proposed as a solution to the problem. In

-148-
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February 1965, for example, when the supply-demand ratio was at its
worst, the DDP TRO sent to the DTR a memorandum recommending
..more intensive evaluation of the students in the OC. 165/ He pointed
out that ther¢ wefe three kinds of students in the course: those who
discover early in the course that they have no '"affinity for CS work"
‘and decide té withdraw and should be encouraged to Qvithdraw; those
who are ''dilatory and.lethai’gic" and should be removed from the course;
and those who prove suitable for CS activities. The last category,
accérding to the DDP TRO, should be evé,luated fully é,t six-week inter-
vals -- at the end of 6, ‘12, and 18 weeks -- the final evaluation to be
an intensive one covering performance during the entire course.

A partial solution of sorts was suggested in early 1961. Ina
report to the D’I‘R the chief of the JOT program described a conversa25x1A |
tion with| | T <~ t- ooP TRO, in which [N >5x1A
made it clear that he shared 'the DDP attifude that once a JOT is
assigned to a DDP component he should become the property of that 25X1A
component,' The attitude that|jjjjjjjjjxeferred to was one that had not
at that time become an actual proposal but was gaining strength among
some senior DDP officers. The concept was that the established prac-

tice of the JOT graduate remaining on the JOTP rolls for a year or
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more and thus under the control of the JOT staff prevented the DDP
component from making full use of the bodyrwhere it would do the most
good -- for the component, that is; if the component were given full
control of the JOT immediately upon assignment, the requirements
could be satisfied much sooner and thus the supply-demand imbalance
woul.d be reduced. The reasoning of this concept appears now to be
somewhat obscure, but at that time it appeared to make sense to some
people. '

Not, however, to_ He was convinced that aurrenderia§X1A
control of the JOT's career development upon initial assignment to a
éomponent would destroy one of the major values of the JOT program;
it would eliminate the opportunity for the component to take the JOT
only after he had demonstrated capability, and it would make more
difficult the reassignment of the JOT if the initial assignment proved
to be unsatisfé,ctory to him. _1_{)_6/ Eventually, however, the concept of
immediate transfer at initial assignment was accepted -- not because
it was good but because it was expedient. By the middle of 1965 budget
curtailment had forced the DTR to use all possible, economy measures;

~one of them, as he reported to the DDS in July 1965, was the ""much

Approved For Release 2001/07/12 : CIA-Rb%b-007,08R000300100001-5

CTrnmT

i o8




SECRET

Approved For Release 2001/07/12 : CIA-RDP90-00708R000300100001-5

q'uicker” assignment of JOT's to component slots, which reduced the
time of their incumbency of OTR slots and thus reduced personnel

costs in OTR. 167/

D. Types of Assignment

JOT graduateé were, of course, assigned to all manner of Agency
j.obs, and it would be frﬁitless here to catalog the assignments given
them during the 1951-66 period. Once they had been removed from
the JOTP personnel roles and had become’members of the career ser-
vices of their components, they began to lose their JOT identities, and
soon they became only statistical data for follow-up studies of the
achievements of JOT graduates. It would be of interest here, however,
to mention some c;f the kinds of initial assignments given to JOT's as
‘firs..t steps in the development of their careers with the Agency.

1. Non-Covert Assignments. Except for the DDP the DDI was

the major consumer of the producf of the JOT program. Later, of
course, the DDS phase of the program developed; and with the establish-
ment of the Deputy Directorate of Science and Technology (DDS&T), a
small number of JOT's.were assigned to components of that directorate.
Perhaps the trend in the assignment of JOT graduates to non-DDP com-

ponents is best identified by the OTR staff study of the program

' -151-
Approved For Release 2001/07/12.: CIA-RDP90-00708R000300100001-5

SECRET -



SECRET

Approved For Release 2001/07/12 : CIA-RDP90-00708R000300100001-5

completed early in 1960, 168/ That study shows that 44 JOT graduatesv,
40 men and four women, had been assigned to DDI components from the
beginning of the program through December 1959. Of these, 16 had
gone to fhe Office of Current Intelligence, 12 to thé Office of Researc;*.h
and Reports, 13 to the Office of Operations -=- eight of them to the Con-
tacts Division, é.nd one each to the Officé of Central Reference, the
Office of National Estimates, and the Office of Scientific Intelligence -~
later exi)anded and established as the DDS&T. The study also showé
that;, seven graduates had been assigned to the DDS, three to the Office
of Personnel and two each t.o the Office of Training and the Commercial
Staff. Although the numbers changed over the next five years, the pro-
portions remained about the same -- with some increase iﬁ the DDS
share of the non-covert as signments.

2. Clandestine Services Assignments. The general nature of the

DDP.as signments of JOT graduates has already been identified, but
some épecific examples are of interest. Before 1960, when the supply-
demand imbalance was not a critical factor énd the JOT staff still con-
trolled the developmvent of JOT's after the comple.tio‘n of training, it
was the practice to arrange for developmental assignments of JOT's

to the area divisions of the DDP. In December 1957, for example, the

~-152-
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E. Conclus‘ions

" Despite the ""hit-or-miss'' procedures during the early years of
the JOTprogram, the slowness of the DDP to establish coordinated
mechanisms for placement, and the continuation of estimates of require-
ments that far exceeded the supply, the placement procedures worked.
To what extent they might have worked better during the latter part of
the 1951-66 period if the JO'I“ staff's control after training had not been
eroded by budget pressures and the DDP's need for productive bodies
is a matter Qf conjecturé. In all probability continued JOT staff control
- would have saved some JOT's from frustrating assignments and others
from dead ends; it might even have reduced the attrition rate among
ex-JOT's ~-- a problem that is discussed briefly in VI, B, 1, below,

Perhaps it should be noted here, however, that there was a minor

cause of attrition in the placement procedures themselves -- the rejec-
tion of JOT graduates ;who were considered unqualified for assignment.
In September 1961, for example, the DDP TRO informed the. DTR that
" one man who finished OC No. 11 would not be acceptable to any DDP
component; his performance in the course was unsatisfactory. In
reporting this to the DDS, the DTR mentioned that the man's substand-

ard performance had been reported by OTR instructors as early as

-156-
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July 1961 and at that time he had been placed on probation. The DTR

~also noted that the case was only the second of its kind in the history

of the program. 172/ Undovubtedly there were other cases in the years

that followed -- not enough of them to constitute a serious problem,

- but the fact that there were such cases is a tribute of a kind to the quali-

'ta.tive integrity of the JOT placement procedures.

: -157- ‘
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VI. Major Problems

Many of the major problems that arose in the development of the
JOT program over ;c'he 1951-66 period have been identified earlier in
this paper and need not be described here. There were, of course, a
host of those minor problems that continually arise in the administra-
tion of any program involving the management of people, and a catalog-
ing of them would contribute little to this paper. There were, however,
a few problems of major interest and consequence that should be iden-
tified and described briefly, Some of them arose from situations out-
side the jO"I‘ program, and some of them were internal problems; they

are discussed below in those two categories.

A. External Problems

1. . Control of the Program. As noted earlier, when the JOT

program began as the professional trainee program it was largely
experimental and entirely an OTR activity., The Office of Personnel
‘was involved in the recruiting activity but was not concerned with the
actual management of the training program. The DDI components of
the Agency were int_erested in the JOT program only as a possible

minor source of young officers, and the DDP had no interest at all.

-158 -
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By the end of 1953, however, the program was no longer experimental;
Agency components,including those in the DDP, were convinced of the
effectiveness of the program and were cager to get its graduates.

As early‘as August 1953 the IG recognized the potential of the
program as a major channel for bringing young professionals into the
Agency, and in his report of a survey of OTR he raised a question "as
to whether the JOT Program is properly in the Office of Training rather
than in the Office of Personhei. " _1_7_3_/ He did not, however, answer
his own question and make a recommendation of a change in placement.
The. question, however, continued to be raised from time to time, and
in January 1954 the DTR apparently decided that the time had come to
answer the question. In a memorandum addressed to the DDCI, he
stated his opposition to a change of placement of the program and gave
"his reasons. l'_?_élc_/ The memorandum was in the form of a ;staff study;
the conclusions pointed out that the quality of the program would inevit-
ably suffer if personnel administration should become the dominating
element in the administration of the program. The DTR'sl memorandum
must have been convincing, for the DDCI approved the recommendation

and the question was answered.
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It did not, however, stay answered. Early in '1956 the IG
r;a,iée_d it again -~ this time m a different context and with some modi-
fications. As noted earlier; the IG's February 1956 report of a survey
conducted late in 1955 'recommended that the Junior Careér Develop-
ment Program, the internal program managed by O/Pers, be merged
with the JOT program.* At the same time he suggested that OTR be
merged with O/Pers under a single Director of Personnel and Training.
175/ The recomme'n.dation that the‘JPD program be merged with the
JOT program was approved, of course, but the merger of OTR and
- O/Pers was not.

. Although there was no subsequent official effort to seize con-
trol of i:he JOT program, there must have been a continuing under-
current of feeling in some places that OTR should not be in control.
Late in 1958 Baird was interviewed by a representative of the CIA
Historical Staff and stated that the JOT program was always "under
fire' because it controlled manpower and that the "operating divisions

would rather have their own complete control over personnel, "

* See above, p. 28
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~He also said that O/Pe‘rs was trying to control the program ''because

it is the only successful personnel management program in the Agency. "

176/

2. Pressures for Expansion. Although the IG's August 1953

report recognized the success of the JOT program, it did not make
specific recommendations that the program be expanded. In his Febru-~
ary. 1956 report, however, he said that ''the success of the JOTP dic-
tates fhe expansion of the program to a much broader one to bring in
all prof’eésional employees through the program.' 177/ The report
contains a two-phase plan for gradual transition of the JOT program to
an "Agency Career Management Program, ' and it recommends that
the number of JOT positions be increased from 100 to 200, 178/ That
part of the IG's recommendation that concex;ned the increase in the
number of positions was approved, and the positions were allocated.
The 200 pésitions, however, were not filled; and during the next few
25X1A
years the number was reduced. In January 1959 -told the repre-
sentative of the CIA Historical Staff that the program had once had 200
slots but ""limitations 1mposed by the DCI on the Agency" had reduced

the number to 100 -- including 40 military positions for the OCS JOT's.

179/
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The reduction in the number of JOT positions did not stop the

pressures for expansion of the program. In his 1956 report, the IG

had said that all young professional officers should be brought into the
Agency through the JOT program., No DCI decision was made at the
time.to implement the IG's suggestion, so in his August 1960 report of
a survey of the CIA training program he put his earlier suggestion into
the form of a specific recomméndai:ion: that the DCI establish as
Agéncy poli‘cy that all junior professional officers enter Agency employ-
ment through the JOTP." 180/ This recommendation was stoutly opposed
by OTR. The opposition was bluntly expressed by the JOT Program

25X1A

Coordinator, at that time_ in a memorandum addressed to the
25X1A

DTR. _said, "in order to retain the fineness of the product, we
. . . . . SX1A

- must resist watering down its base.' 181/ Baird agreed with

and convinced the DDS -- and ultimately the DCI -~ that the IG's recom-

mendation should be disapproved.

During this 1959-60 period there were a few influential non-

: 25X1A
OTR officers who shared Baird's and- reluctance to see the JOT

program expanded. In January 1959 the Historical Staff representativayqa

interviewed_ then the DDP TRO, and raised the
_ 25X1A
question of the expansion of the program._said that -

-162-
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_ N
- instead of talking about expanding the prograrﬁ someone should raise
‘the question éf whether or not OTR and O/Pers were recruiting too
- many JOT's; he thought that recruiting should wait until the Agency
- caught up with pressure for reduction in personnel. He added that he
didn't think that all new young professionals should come in through the
B JOTP; the divisions should be allowed to recruit directly. 182/
- . No doubt there were others outside of OTR Who shared
| _ _ 25X1A
_views, but their voices were not heard, and the pres-
-
sures for expansion continued. In November 1963 the DTR reported to
- the DDS that he "understands that the Office of Personnel will submit
25X1A to the DDS a proposal to expand the JOTP _25)(‘IA
-
-He stated that he had directed his staff to study and report on
- what additional staff, facilities, and funds "may be required to support
- this expansion.'" 183/ By 10 December the OTR staff study and report
had been completed, and the DTR wrote a memorandum to the Director
= of Personnel containing a summary of the results of the study. Appar-
- ently by that time the DTR had seen a draft copy of the O/Pers proposal
to the DDS. Baird.referred to the proposal and sai.d.that he did not like
- the idea of bringing in éll new professionals through the JOT program;
- such action would inevitably reduce the selection and training standards
A d For Release 2001/07/12 : CIA-1R6I§F;99;00708R000300100001-5
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3. Tolocabion of the Program. A problem that appearcd to he a

<
Frgbs

Lot e s - ~ O A T PP T e
o1 one b the fime arose car.y in 1%502 in the lorka 0L a PToOposa. Lo

3
move the entire JOT DlO”"‘a.n’l_ Just where the proposag5X1A

originated and what forces initiated it arve somowhat obscure. The

SX1A

Srst documentary reference to it appeared ina May 1963 paper written
by- sresumably to be submitted to the DTR. 187/ | EGEGg:-<fcrs

to an "informal paper civculated within OTR preli

o

iminary to a stafl siudy

-

e

Lxy

per,
and ia oui li"*telihood-handled the matter directly with Baird on a

on “he sublect, " There is no record of the actual submitial of
J

"
"'1

personal basis -- as he did with so many matliers that did not reguire
official channeling outside of OTR. This proposal reportedly originated
outside of OTR -~ in the Clandcstine Services -- and was morc-ox-iess
smuggled in for circulation as an informal paper. ™ The concept behind
the proposal was that the JOT program would be & more secure source

of young officers for the DDP if the eniire program, from EOD through

the formal training, were conducted | INGcNINEGEE 25X1A

*% The writer of this history was chief of one of the OTR schools at the
time, and these conjectures are basged on his recall of the situation.
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By the end of 1959 it had become apparent that a real problem

.existed and that something should be done about it. An OTR Plans and
Policy Staff sfudy‘ completed early in 1.960 summarized the problem in
terms of starting sa;laries for JOT's and the rate of their promotion to
higher grades. 188/ The study pointed out that most JOT's entered the
program as GS-07's with a salary of $4, 980 per year; after two full
years, they might reach the GS-10 grade with a salary of $6,505. A
few highly qualified JOT's might come in at the GS-08 level, $5,470

per year, or even the GS-09 level; at the end of twa years, they might

* See ab.ove,p. 65.
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. component to which they had‘been assigned after t?‘aining. The DTR's
statement concluded with this caveat: "It must be clearly understood
that there is nothing automatic in this program. s which is based on
the quality of performance of the individual. " 190/

The DTR's policy was effective, of course, only as long as
the JOT stayed on the OTR personnel rolls. After he had been trans-
ferred to another career service, he became subject to the policies
and practices of that career service, and the policies and practices of
the various career services differed. Consequently the rate-of-pro-
motion problem was never really solved and continued to be a source
of discontent among the JOT's in the program andvamong the ex-JOT's
with some of the Agency components. In December 1961 an attempt
- was made to standardize the promotion of ex-JOT's. The DTR and the
Chief of the JOT program convinced the Director of Personnel that
there should be an Agency-wide policy on the matter, and the D/Pers
sent to the DDS a mémorandum recommending a standard rate of pro-
gression for JOT's; the official policy would be that JOT's who entered
on duty as GS-07's '.'should expect to be promoted to GS-11 in approxi-
mately three and one-half years.' 191/ On 18 December 1961 the DCI

approved this policy. 192/ The language of the "policy'" was ambiguous,
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of course, and it served only to remind the various career services
of the good intentions of the Agency; it did not solve the rate-of-pro-
-motion problem.

B. Internal Problems

1. Attrition, The problem of attrition among JOT's, both while
they were in the vprogram_and after they had been assigned to Agency
components, was a constant irritant to OTR and, particﬁlarly, to the
JCT staff. The seriousness of the problem varied with the persons or
groups who made judgmehts of it at various times over the 1951-66
period. OTR pointed out that the rate of attrition among JOT's and
ex-JOT's was much lower than that in the Agency as a whole and much
lower than that in other Government agencies. Some non-OTR critics,
including the IG, pointed out that in view of the care, time, and expense
of recruiting and selecting the JOT''s the rate of attrition among them
should be much 10\';ver than other averages. Some such critics -- not
including the IG -- declared that there must be something wrong in the
selection process; if there weren't, those candidates who were possible

drop-outs would be identified and not accepted into, the program.

' -170~ '
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Perhaps it should be noted here that not all of the resignations
that constituted the attrition problem were occasioned by the JOT's dis-
‘satisfaction with the program or the Agency.‘ In addition to those wha

: 25X1A
were attracted by offers of higher pay or family circumstances, there

were a number of "induced'' resignations. Two such resignations were

noted earlier in this history, * and there were a number of others --

several of them consequent to reluctance or refusal to accept assign-

25X1A

‘ments.

to acceptan assignment to Vietnam.'" 195/

2. Women and Wives. Ungallant as it is to list women and wives

among major problems, within the context of the JOT program they did
create difficulties that warrant brief mention here. The problems
created by women JOT's were,‘ of course, quite different from those

created by the wives of JOT's.

* See above, p. 156,
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a. Women JOT's. The basic problem with women JOT's -

Wé.s tbat they coﬁld not be tréated, in all respects, as were the male
_‘J'OT‘s. In spite 6f the precéutions taken by the recruiters and the JOT
staff in the selection process, most of the women JOT's entered the
program with major misconcéptions about the nature of the intelligence
business. Although they did not really expect to become latter-day
Mata Haris, the mythology of. espionage had led them to expect at least .
a tagte of the cloak-and-dagger flavor of the trade.. When they dis-
covered that real-life clandestine o'perations had very little use for
women -- that little usually limited to women of another profession -~
- and women's jobs in the Agency were primarily those of analysis and
reports Writixlg,. disenchantment set in and disaffection followed. In
the early years of the program, when virtually all of the JOT's were
assignedito DDI components, the problem was a minor one; but when
the DDP opened the Operations Course for JOT's late in 1963 and later
began to accept male graduates of the program, muted mention of dis-
criminatior; was heard among the women.

Eventually, of course, the DDP components began to
accept a few women JOT graduates, almost all of them in reports offi-

cer positions. The women who opted for DDP assignment were not
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accepted in the Operations Course, but when the Operations Familiari-
zation Course became a part of the program they were accepted in

that -- and when the OFC became a required segment of the formal

25X1A

tra-ining,'all women JOT's took the course. The admission of women

The number of women students in the JOT groups never
exceeded 10 percent of the total and was usually in the 5 percent range.
Early in the program's development it was decided that relatively few
of the JOT's should be women. In fact by the end of 1955 the field
recruiters had been instructed to consider women candidates only if

they had Master's degrees or some other appropriate record of

% The writer of this history somewhat indelicately recalls that in an
OTR Senior Staff meeting in the late 50's, the problems of sending
women JOT's ﬁcourses were discussed, and the DTR
suggested that the paper work involved should use some code device

to designate male JOT's and women JOT's. | s oLemanly pro- 25X1A
posed the code words ''jots' and '"tittles.'
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achievement beyond the undergraduate level. This restriction kept the
‘numbers down somewhat, b.ut there were still many who met the higher
qualification. As late as 1964 the problem still existed; the chief of the
progranla, | some of his staff officers, the Director of Personnel and his
deputy, the chief of the Personnel Procurement Division, and a DDS
staff officer held a meeting on 15 May to discuss the problem of "lady
applicants -- too bright to reject and too young and inexperienced to
accept in the program. ' 196/

b. Wives. There need be no explication of the importance
of wives in the development of men's careers, and this importance was
magnified when the men were entering upon careers that required devi-
ations from normal modes of life and involved cover, security, and ~--
to some extent -- dissemblance. As the JOT program developed during
the early years, more and more married men came into the program --
in fact, a conscious effort was made to recruit married men because
family responsibilities were likely to make them more stable. The
wives problem must have troubled the JOT staff from the beginning,
for in Janua.ry 155 6|l rote in a2 memorandum to the Office of 25X1A
Security, '"We havé not lyet solved the problem of how best to handle

the wives of JOT's.' 197/

e
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It was more than a year later that the JOT staff found a
partial solution to the problem. In a routine periodic report in Septem-
ber l957_stated that '"in order to develop higher morale and als205X1A
to provide better support of cover assignments' three groups of JOT
Wiyes were given briefings on the Agency, medical care, and securityé5x1A
this "pilot operation, " continued- '"has been sufficiently success;-
ful so tﬁat an Agency~-wide briefing of wives is being considered, " 198/
The Agency-wide briefing of wives never materialized,
but the briefing of JOT wives continued as a standard practice. After
1957 the briefing of wives of JOT's grew in scope, and non-OTR speakers,
some of them senior Agency officers, took part. Early in 1964 the non-
OTR speakers were dropped, and the briefings were given by Baird, 25X1A
_- then chief of the program -- and members of the program
staff. 199/ Later in 1964 a new phase of the wives' briefing was intro-
duced. Some of the wives and children of the JOT's then in the Opera-25x1A
tions Course were taken _ for a weekend. 200/ The brief-

- ing practices continued thereafter through 1965, and the 'wives problem"

was solved to the extent that solution was possible..

-176-
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3. ‘Dissension in the Ranks. Although the JOT program was well

organized and well managed and the JOT's themselves were highly

intelligent yo.ung people with some degree of maturity, it was inevitable

that there should be incidents of dissent and protest; such incidents are
_enderxﬁc to the human condition. Dissent in the JOT ranks never
assumed proportions that threatened the quality or integrity of the pro-
gram,. but there was eﬁough of it to create problems that warrant men-
tion here.

a. Causes. Inalmostany employment situation there are
built-in circumstances that lead to some degree of dissatisfaction a.nd
disgruntlement, and in almost every training situafion the necessary
discipline generates some degree of resistance. The JOT's were both
.emp'loyees dnd trainees; dissidence was inevitable. Perhaps the first
cause of dissent among the JOT's was disenchantment early in the pro-
gram. The field recruiters were inclined to overstate the attractive
aspects of the program and understate the drudgery involved. In Feb-
ruary 1956 the IG repbrted that he had interviewed a number of JOT's

then in the program and had concluded that there was a "lack of

-177-
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uniformity' in the information given JOT candidates b‘y the field
recruiters., 201/ He made no specific recommendation of action on
the problem, but he clearly identified it as a cause of dissatisfaction,
There were, of course, a number of other causes -~
abs.encé of a clearly defined promotion policy and slowness of promo-
i:ion_, the reduction of overseas assignment slots, unsatisfactory post-
training assignments involving dull work or qncongenial supervisors,
‘prejudice induced by the "elite corps'' stigma, and the growing popu-
larity in the land of the ''youth revolution," This last factor, perhaps,
was the major cause of the twe most serious situa‘tions that developed
during the 1951-66 period -~ one of them a verbal attack on the JOT
establishment and the other a series of demonstrations against estab-

lished authority. _ ‘ 25X1A

| _ 25X1A
b. The asair. [ N -

JOT in training status, sent to the DDS and the D/Pers a memorandum
sevexfely criticising the JOT program. The major points made in the
memorandum were that there ""is a lack of clear definition of the pur-
pose of the JOT Program, ' that there were "a number of specific prob-
lems which have caused dissatisfaction and disillusionment among

Junior Officer Trainees,' that '"the JOT cannot help feeling that he has

178~
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been misled as to the purposé of the program, " that there had been
"failure to follow through on the promises made' when the JOT's were
.recruited, and that the members of the JOT staff had given "short
shrift' to the JOT's in the matter of discussing the traiﬁing for devel~
opment of their careers. 202/ On the cover sheet under which the
memorandum. went to the DDS and the D/Pers there was a note explain-
ing the reason for sénding the memorandum outside of channels. The
note made it clear that should anyone be oéenly critical of the program
in OTR he would suffer consequences; the nature of the consequences
was not specified.,

If the problem had been handled by personal discussion

‘ 25X1A

with || i~ a» effort to learn more of her motivation for sending

it, there probably would have been an easy and quiet solution. At the

| , 25X1A .
time, however, | NN - =cting chief of the program -- in 25X1A

B --scoce -- and I - poarently decided that a major is sue22X1A

had been raised and called for a major solution. He sent to all JOT's,

including graduates of the program, a long memorandum listing Miss

_ _ 25X1A
- specific charges and requesting comment on the validity of

them. 203/' Unfortunately he did this without consulting Baird; and 25X1A

- over whose name the memorandum was sent, was on leave at
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the time and knew nothing about it. Baird learned of the -mem@5X1A

randum from the supervisor of a JOT who had received it; he called the

. 25X1A
JOT office to get a copy, and after reading it he sent it to [ itk

a note on the buck slip: ""Ed, this is an admirably expressed memo and
I agree with all you've said, I suggest in the future, however, that my

25X1A -

off_ice be cut in prior to dissemination. 204/

ation was simply a product of one person's frustrations, but t’he-

memorandum magnified it to proportions far greater than were warranted,

% Copies of the JOT responses are found in OTR CT Staff file, Program-
General 2. Ad Hoc Surveys and Summary Reports.

w0k A handwritten note reporting the interview is found in the file cited
above.
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c. ‘The Inﬁamous OC Eleven. .A second manifestation of

dissension in the ranks was much more serious in terms of the prob=

lems created within the JOT program. This situation developed at
_in 1961 during the running of Operations Course No. 11, 25X1A

which began in J’anﬁary of that year. There were 51 gtudents in the

OC-11 class, and not more than 16 of them were involved in most of the

incidents that created the problem. These few banded together early

in the course and became known as ''the rat pack. ' The records indi-

cate that the existence of a group of dissidents had been recognized by

the training staff soon after.the course began, but no warning was

sounded.

The first incident in the series that subsequently became

a matter of major concern occurred on the evening of 8 April, when

five members of the "rat pack' broke into the locked area of the 25X 1A
. othing was taken, but some damage was done

to the property. The miscreants were identified, and on 12 April all

five of them were put on probation and a statement of their offense was

* A complete documentary record of Operations Course No. 11 activi-
ties, both official and unofficial, is in OTR CT Staff file The JOT
Program, Class of January 1961, '

-181-
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- entered in-their personnel files. The second incident, a re-play of the
first, took place at some time on the weekend of 22-23 April. This

- :
time the operation was more successful; the locked area of the bar was

o entered, one bottle of bourbon was taken, and the operational personnel
were not later identified., No punitive action was taken '"for lack of

- :
evidence. "

- : The third incident came on the night of 17 May. TFive

members of the ''rat pack' were on a recreational visit to theﬁX1A

- 25X1A
arca and made a tour of the night clubs, later exploring the ''red-
. d mad f the night clubs, 1 ploring the "red

- light" district of the community. Here they became involved in a fight
between a white rnan. and a Negro; the white man turned out to be a
-
plainclothes detective. No arrests were made, but the five JOT's were
- identified and were later reprimanded and given a warning. The fourgpx1A
- incident involved two of the five students who had been in the ‘X1A
- incident and a third member of the pack. At eleven o'clock on
-

the evening of 8 June, firecrackers or '"cherry bombs'' were exploded

in the area. Although the culprits were known, no punitive action was

- taken because the night duty officer could not positively identify the men.
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The fifth incident, involving almost all members of the
class, was somewhat different from the others and might well have
been considered inventive and amusing if it had not been a flagrant dis-
regard of discipline. On 27 June the class was involved in a "Caching
Operation, " a simulated situation in which the caching was to be done
without det.:ection by the "people's miliigia, '""a local security force being
enacted by members of the instructional staff. The students decided
to depart from the script of the exercise; tfhey made an attempt to
"capture' the people's militia instead of evading them, and to carry
out their plan they made "unauthorized use' of government vehicles.
The actual capture was not effected, but the training exercise was com-
pletely disrupted. On 7 July the chief instructor of the OC critiqued the
"éaching operation' and severely criticized the '"capture! departure as
a dangérous breach of operational discipline. During his critique, four

_of the students walked out of the room.
In addition to th.ese major incidents, there were a number

of minor ones -- a noisy beer-drinking bout, the dumping of water-

filled waste baskets in living areas, an arrogant cqonfrontation with the

-
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involved in the incidents were sebarated from the Agency; at least
sixteen of them were placed on probation, and a £¢W of them were found
"unsuitable' for assignment to the Clandestine Services. Most of them
later became outstanding intelligence oificers. In retrospect, the ipci-
dents that made OC-11 an "infamous' group appear to have been a mani-
festation of high spirits and an in-establishment expression of the youth
revolut@oﬁ. At the time, however, the incidents were matters of grave
concern to the JOT staff, to the DTR, and to many other senior officers

in the Agency,

d. Factionalism. Inthe August 1960 IG report of a survey
of the Agency training program appears a recommendation that "the
DTR together with the Director of Personnel take steps to eliminate
prejudices that have arisen which tend to assign second class status to
DD/S and DD/I careers. ' 205/ The recommendation was made within
the context of a discussion of the JOT program, and the IG was simply
‘recognizing a condition that had begun to develop in the mid-1950's.
After the DDP decided late in 1953 that the JOT program was a valuable
source of young officers for Clandestine Services assignment, DDP
components were eager to furnish guest speakers for the JOT training

courses. These speakers, in all 'honesty', were convinced that

‘ ~184~
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cléndestine operations were the essentially important activities of the
Agency,. and theif presentations were r;aturally biased. Most of them
were ignorant of the functions of the DDI, and most of them considered
the DDS a sort of housckeeping component. Unintentionally, probably,
their enthusiasm and their parochialism créated the im?ression that
the. DDP was the real CIA and that only eggheads and other lesser
mortals were attracted to the DDI and the DDS.

Some of this attitude was absorbed by the JOT's, and a
degree of factionalism déveloped in the JOT classes. Usually this did
not emerge until the completion of the Headquarters phése of the train-
ing program., The fact that about 75 percent of the JOT's opted for
operations training thereafter tended to create the impfession that the
DDI and DbS JOT's either were.unqualified for DDP assignments or
were dull souls who courted either the seclusion of research or the
quiet security of a support function; Actually, of course, the non-DDP
oriented JOT's were such because they wanted to be, and during the
I—Ieédquarters phase of the training they had demonstrated high capa-

bility for either research or support. In addition, .the JOT program
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staff was highly perceptive of career development possibilities and
thoroughly competent to channel the JOT's into the as signments for
which they were best suited.

Fa’ctional‘ism was never a real problem of importance in
the J‘O;I‘ Program. The JOT staff and the OTR school chiefs were not
really concerned about it. The IG's concern, in all probability, was
aroused by interviews lwith non-DDP JOT's who resented the "second-
class-status'' stigma even though they had no desire whatever to be
assigned to a DDP component. As a matter of fact, the IG may have
been influenced by some ex-DDI OTR instructors who were disturbed

by what they called the "DDP sales pitch. "

-186-
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VII. Evaluation and Conclusions

A. Evaluation of the Program

Like the JOT's themselves, the JOT program was constantly being
evaluated, both formally and officially and informally and unofficially.
Throughout this history incidents of both kinds of evaluation have been
cited -- some refle'cting favorable attitudes and some unfavorable atti-
tudes. At this point of final evaluation of the JOT program as it func-
tioned from 1951 to 1966, there appears to be no need to compile a
detailed catalog of all of the value judgments made over the 15-year
period; exemplification will serve -- exemplification of the official
evaluations, of the unofficial feed-back evaluations, and of the kind of
self-evaluation done by the JOT staff.

1. The IG Reports. The first evaluation of the JOT program in

an IG report appeared in August 1953, only two years after the program
began and before the Clandestine Services had fully accepted the JOT
program as a source of young operations officers. The IG's statement
was somewhat guarded: "The Junior Officer Training Program has

been successful, and its 'handling by the Office of Training while

‘ -187-
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initially conducted on a strictly experimental basis has constantly
improved. ! 206/ Three years later, the IG apparently decided that the
program had proved itself 207/:

In a relatively short period of time the JOT Program has

achieved remarkable results. It has provided the Agency

- with more than 182 carecer employces of extraordinary talent
and lcadership potential with still more in process of recruit-
ment, selection, and training. It has not only demonstrated

the feasibility of planned career development but has identi-
.fied the factors that make it practicable.

In the same report, the IG recommends that "the Director of Training
be commended in recognition of the significant accomplishments inher-
ent in the growth and success of the JOT Program from its inception
to its present ‘stat.us as the first effective career development mechan-
ism in the Agency.' 208/

In August 1960 the IG submitted a report of a survey of all
training activities éonducted in the Agency -- including not only OTR
programs but also component training and external training of all kinds.
In that report he stated that 209/:

The JOTP has achieved solid acceptance in the Agency by
locating students of high character and demonstrated academic
performance, then instructing and motivating them in the
objectives and methods of intelligence to the point where they

readily adapt to and become productive in operating assign-
ments.

100
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All of the IG reports cited above were signed by Lyman B,
Kirkpatrick, Jr., the Agency inyspector General from April 1953 until
 April 1962, when he was appointed Executive Director of Central
Intelligence. Kirkpatrick resigned from the Agency in September 1965,
accepted a poéition at Brown University, and later wrote a book about

'the‘Agency -~ The Real CIA. In that book he refers to 'the Agency

junior offlcer trammg program that was ultimately to become one of
the finest in government, ' 210/

2. Supervisors' Comments. The files of the OTR Career Train-

ilng Staff contain records of a great many unsolicited comments by
supervisors on the performance of JOT graduates. They are uniformly
laudatory. For example, in 1964 the chief of the Headquarters 25X 1A
élesk in the DDP reported that he had just returned from a two-month 2EX1A
TDYJ =< had found that all JOT's as signed there were doing
"outstanding work. ' 211/ In March 1964 the Executive Officer of t'he.
‘Office of National Estimates sent an informal note to the chief of the
OTR Intelligence School g%ving high praise to the work of'a JOT newly

sssigned to o, [ - - ---

tally, was the first woman JOT assigned to ONE,

25X1A
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3. ThelllllValidation Study, Although the DTR and the chief

of the JOT program accepted the evaluations of the IG as indicative of
the overall quality of the program and accepted the feed-back from the
supervisors of JOT gfaduates as indicative of the post-training per-
formance of JOT's, they were nét content to rest on the laurels thus
bestowed., They insisted on a contihuing process of self-evaluation
within OTR. The JOT staff held weekly sessions in which procedures
were analyzed and individual cases discussed; the various OTR schools
regularly held postmortems on JOT courses c_ornpleted and planning

sessions on those to be given; and at least once each year, as noted

25X1A
earlier in this history, there was a two-day meeting ||| GG

devoted entirely to discussion and evaluation of the JOT program.
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Everyone involved in the program realized, however, that the real
test of the effectiveness of the program was the level of performance of

the JOT graduate on the job. Late in 1963 the DTR and the chief of the

program decided to make a systematic study of on-the-job performaﬁce

by ex-JOT's,

There appears‘to be no record of who proposed this study; it
was probably the resul‘t of one of the many informal discussions between
Baird and B ooy cvent, it was decided that_ a JIBX1A
staff member with wide experience in clandestine operations, should go
to Europe and conduct a two-month, on-the-spot survey of the effective-
ness of ex-JOT'é on the job. The plan went forwai‘d and in February

25X1A
1964 the Deputy DDP approved _detalled plan for the validation

| study,' as it was called. 214/ The purposes of the study, according to

25X1A B > 2n. were to interview ex-JOT's assigned to Europe and

-

obtain their views on the adequacy of the JOT program as preparation
for overseas assignment and their suggestions on how the program
could be improved; to interview supervisors for their comments on the
effectiveness of ex-JOT's on the job in comparison with officers who
were not ex-JOT's; to interview Station and Base chiefs for their com-

ments on the performance of ex-JOT's and to reach conclusions on the

-191
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effectivencss of the program and make appropriate recommendations.

SX1A

25X1A

that the JOT program had been most successful in selecting and train-

ing young officers for DDP as signment. His recommendations were

that recruitment of JOT's stress maturity and practical experience,

‘that the EOD grade of JOT's be raised to GS-08 and in exceptional

cases to G5-09 or GS-10, that in the first overseas assignment JOT's

should not be put under nonofficial cover, and that the practice of con-
ducting oversecas validation s.tudies of the program be cstablished as a
continuing policy. 216/ There is no record of any official action being25x1A

taken on-'ecommendations, but his validation study served its
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purpose; it was tangible proof that the JOT program was doing a com-
pletély competent job of selecting and training young intelligence offi-
cers for service with the Agency.

‘B. Conclusions

In a real sense, whatever conclusions can be drawn frorﬁ this study
of the JOT program form 1951 to 1966 are implicit in the individual
sections c;f the history. and in the evaluations described above. A brief
recapitulation, however, will serve the uscful pu'rpose of capsulization.
The original concept of the program and the plan to put it into action,
as they were developed by Baird and his staff, were sound and realistic.
The standards established for the recruiting and selection of canciidates
were high, but they were aftainable; é.nd the procedures themselves
were carried out by the recruiters and the OTR stafis in a manner that
was both effective and non-compromising with quality, The manage-
ment éf the program under both _was almost flaw-25X1A
less. The various phases of the training program designed by the OTR
schools were highly professional and fully responsive to the needs.

For the most part the placement of JOT graduates was done with under-
standing and wisdom; there were, of course, a few misplacements,

but these were largely the result of conditions over which the program
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staff had no control. The major problems that inevitably developed
during the 1951-66 period were treated in proper perspective, and at

no time did they threateﬁ the qﬁality or effectiveness of the program.
There were, to be sure, some blunders made, some trials that proved
to be ex;rors, and some conflicts of interest and personalities; but these
were minor irriﬁants in a program that had definite objectives and high
goals and achieved them.

Perhaps the most significant experiential lesson that can be drawn
from the history of the JOT program is that the success of the program
probably derived from the fact that it was conducted not as a personnel
program but as a prografh fér people -- carefully selected people who
became distinct individuals at the belginning and remained so through-
out the izraining and placement periods. The JOT's were not statistical
entities -~ eifher round or square pegs to be placed mechanically into
holes of the approx'imz.ttely proper shapes; they were individuals with
certain talents, capabilities, and limitations, and all of these were
considered as key factors in their training and placement. Admittedly

the program was an cxpensive one; the institutional processing of per--

- sonnel can be done most economically with highly sophisticated elec-

tronic machinery. Electronic machinery -- no matter how highly

‘ ~194-
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sophisticated -~ cannot, however, make subjective judgments, and it-

is incapable of empathy; only people have the perceptiveness to deter=

~mine how best to handle people, and people are more expehsive than

machines. The performance of JOT graduates in serving the Agency

appears to have justified fully the investment in the JOT program.
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In some instances the Assessment Team will have to
carry out its program away from Washington to suit the con-
venience of applicants, but as much as possible the assess-
ments should be done in Washington,

Within forty-eight hours after completion of the assess~-
ment program a coordinated, staff assessment report on the
applicant will be sent to the Director of Training to aid him
in (a) making the final decision on the applicant's selection,
and (b) working out a training program to develop the appli-
cant's potential most effectively. This assessment report
will also be used later by the chief instructors and the evalua-
tion psychologist to plan further training for the trainee.

| ~205- '
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Appendix B

Recapitulation®

You enter the Central Intelligence Agency to serve your country,
not for self aggrandizement, public recognition, or an exciting life in
exotic parts of the world, Ours is difficult work, requiring a keen
mind, selfless effort, pei‘sonal sacrifice, and the utmost dedication.
You should not enter it unless you expect to work harder and under
more difficult conditions than most of your friends, whatever their
occupation. You should not enter it from a profit motive, because you
cannot expéct to accumulate wealth, At the outset we do not expect
you to be highly motivated for a service about which you know so little,
but we do expect you to be the kind of person who has the capacity for
developing that motivation. It is our responsibility to train you for
those activities which constitute dedicated service in CIA.

During the two years of your JOT status you will be under the dir-
ect supervision of one of the training officers of the Program. He is
responsible to Chief of the Program and to the DTR for your training
and development as an intelligence officer. It is his interest to pro-
vide you with the best opportunity and to use your talents consistent
always with the needs of the Agency to progress in this profession.
Your formal training will consist first of general orientation to the
Agency, during which evaluations of your capacities are made., You
will then be given intensive training in a functional area where you will
learn the requisite skills.. Then you will be assigned to a desk for a
period of about a year to apply your skills and demonstrate your worth.
The determination of these assignments is first and above all based on
the needs of the Agency; second, the opinion of the JOT Program of
where you can most appropriately apply your talents based on the prin-
ciple of effective use of manpower; and third, your own interests and
desires. It is during the on-the-job phase of your training that we hope

* This was prepared in 1961 by the Chief of the Junior Officer Train-
ing Program as a handout to be given to all JOT's at the beginning
of the program (see p. 91, above).
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you will become motivated for service in CIA. Much of this incentive
will be derived from the example set by your immediate supervisor.
Accordingly, it is of great importance that your on-the-desk training .
program be well considered and well administered. Your training offi-
cer and your component supervisor are responsible for this, as well as
other elements of your development.

There will probably be several members of your class who hold
‘higher grades than those normally assigned, These people will fall
into two categories: :

a. Employees of the Agency who have been accepted for the
JOT Program at the grades which they currently hold. They are called
"internal' trainees.

b. Specially qualified individuals who have been recruited and
hired for a special task and are on "directed assignment.' They have
had prior experience or possess skills in areas for which there is spe-
cific demand. 'Directed Asgsignment'' trainees enter training with the
approval of the componeunt to which they will be assigned. They will be
transferred to that component as soon as their formal training is com-
pleted, and become subject to its promotion policies.

It is normal and proper for a young man contemplating a career
to think about advancement and personal respousibilities. The Office
of Training has established the policy of hiring and promoting junior

‘officer trainees. The following relates to present conditions which are
subject to change. Most JOT's are hired at GS-7. A few of the more
mature candidates are hired at GS-8. Irrespective of the date on
which you enter on duty, you will become eligible for a one-grade pro-
motion at the conclusion of the formal training period, some 32 to 34
weeks after the class begins. This is not automatic, but is based on
your performance and attitude. Having been trained for a certain type
of work, you will then apply this training to a specific job, normally
for about a year. During this period, you are on trial with the super-
visor to whom you have been assigned. You will have opportunity:

a. to prove your value to the Agency in a work situation,
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b. to convince your supervisor that you are a desirable addi~
tion to his component as a permanent employee,

c. to evaluate your own fitness for this particular kind of
service. o

During this on-the-desk training period you remain a JOT. At its
conclusion you will become eligible for your next promotion, Again,
this is not automatic but based on the quality of your performance and
your attitude. It must be recommended by your on-the-job supervisor.
You will then be transferred to the task for which you have been trained
and become the responsibility of that component. You will be in com-
petition with your peers for whatever recognition you will later receive.
The Office of Training no longer has any control over your promotions
‘and you become subject to the policies of the part of the organization
to which you have been reassigned. As in the Office of Training, the
higher the grade, the longer you will wait for advancement. Outstand-
ing performance is recognized by accelerated promotion.

It is a fundamental principle of the JOT Program that the trainees
produce the highest quality performance of which they are capable,
whatever the task assigned. All JOT's, except those on "directed
assignment, "' must be ready and willing to accept any assignment. Due
regard is given to family considerations and personal circumstances.

. Security is the cornerstone of this business. Discretion in dis-
cussing any subject anywhere is mandatory. At all times you must be
on guard to protect yourself from breaking security restrictions, partic-
ularly when you are in the company of outsiders. You must conduct
your life in such a way that you are not subject to public censure or
private blackmail.

Your initial experience will largely determine the value and impor-
tance to you of a career in intelligence. Your reward for entering this
service will be in the satisfaction you get from having done your part
of the job well, We need the most able people we can get. Those who
are selected should possess a deep desire to serve their country know-
ing that rewards can only be in the intangible area of personal satis-
factions. ' :
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There is a difference between training and education. Assumably
members of the Program are fairly well cducated when they enter it.
This education will, of course, continue as they mature. The purpose

of the training is to provide tools whereby their education and mental
‘ acuity can be put to work in this business. The skills you will gain,
added to your knowledge and intellectual ability, will with experience
give you the equipment to become an effective intelligence officer.
Your job will be to become as expert as possible in each area of train-
ing and experience you undergo. The cumulative total of these bits of
expertise will produce a first-rate officer. You cannot know in advance
when you will be called upon to use any part of your professional equip-
ment whatever it may be. Your principal objective is to become truly
professional at the earliest possible moment.

-
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Appendix C

On~The-Job Training

From the beginning of the Program the importance of the on-the-
job training was obvious. In spite of our own inexperience in intelli-
gence matters, it became clear early in the Program that ''some jobs
in the Agency are most interesting and challenging, but a very large
part of our work is deadly monotonous, drudging routine.' (IG's Sur-
vey of the CIA Career Service 30 January 1960.) -

In planning the on-the-job training, all agreed that a certain amount
of routine gave basic understanding of the job and tested the staying
qualities of the individual, a very important characteristic of the effec-
tive officer. But to assign a highly capable young person for a pro-
tracted period to a job that could be done by a good high school graduate
defeated the purposes of the Program as defined by Gen. Smith, Fur-
thermore, it served to quench the enthusiasm of the new officer at the
time when the question of his true interest in our business was being
determined and should be stimulated. For these reasons, the type of
on-the-job training program that was proposed for him and the attitude

of the office supervisor were of vital importance to the success of our
effort.

On the other hand, we faced the dangers inherent in giving the JOT
his own way and spoiling him for the disciplined work he would even-
tually do. And as was not infrequently the case, some supervisors
rescented our efforts to have some stimulating work included in the
training assignment.

We faced a continuing need to adjust the relatively delicate balance
between these two attitudes. There were frequent contacts by the train-
ing officers with supervisors as well as with the JOT's themselves.

Our purposes had to be explained; we had to find good positions for our

% This is an excerp., from a paper, The Evolution of the Junior Officer

Training Program, 1951-1963, written oy_ 197129X

(see p. 136, above).
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people, and we had to serve the divisions as well as possible. To keep
a reasonably coherent approach by all training officers we held short
staff meetings at the beginning of cach day when we discussed reactions,
opportunities, criticisms, new ideas, etc.

Negotiating for on-the-job training was an individual matter, By
the time this phase of the Program was reached the training officer
had gotten to know a good deal about the JOT. If the supervisor had
had experience with us and was sympathetic the task was simple. In
general, we approached him with the following concepts in mind;

The JOT who is attached for on-the-job training knows that he
must prove his worth and demonstrate his fitness for employment. At
the same time, the supervisor has the opportunity to evaluate him in
the actual work of the desk without being committed to accept him at
the end of the training period.

Inasmuch as during this training the JOT is the responsibility of
the Office of Training, we request from the supervisor a formal state-
ment of the objectives of the on-the-joh training and the type of assign-
ment which he may expect. This will allow us to monitor his progress
and provide for effective personnel management of the JOT,

In this cooperative effort we ask that should the JOT show inade-
quacies or defiencies which mean that he will not be acceptable for
permanent employment, the supervisor report the fact to us promptly,
We do this in the hope that a re-assignment can be effected which would
be more appropriate to the interests of the Agency and the individual.

The Office of Training looks upon the supervisor during the on-the-
job training as an integral and very important participant in the JOT
Program. As an expert in his field, it is through his influence that
the JOT will, we hope, become enthused to continue and develop a
carcer in CIA.

We recognize that these young people are in the process of testing
not only their abilities to cope with the unusual needs of the Agency but
also their fitness for a career with us. They are perforce examining
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the rewards and satisfactions of this service in terms of their own life
objectives. Their decisions about continuing in the Agency are often
yiade during this pericd.

Experience has shown that JOT's who have begun their careers
under superviscrs who have taken interest in their development, who
have provided them with opportunities for growth commensurate with
thelr abil i‘:"-f and who in the Clandestine Services have planned over-
seas experience as soon as possible after adequate training -~ such
JOT's have for the most paru continued in the Agency. Those, how -
ever, who for one reason or another have not been handled as individ-

uvals who are expected to n’lake discriminating decisions have resigned.

Nothing in this should be interpreted as a plea for special treat-
ment, cocdling, softness, or favoritism in dealing with the individual.
Rather we arec attempting to say that the JOT respects the supervisor
who malies stringent requirements of him, sets high standards for the
periormance expected of him, requires hard work, and demands his
best eifort. We believe job satisfaction will result from such treat-
ment and have told the candidate at the time of his recruitment that
this was one of our principles.

-212-
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Appendix D

Sources

CIA Historical Staff publication, Key Personnel Named in Agency

Regulatory Issuances, 23 January 1946 - 1 July 1970, Apr 71, S,

Handwritten comments by Matthew Baird, dtd 3 Sep 70 (in files
of OTR Historian).

Memo, DTR to Executive, sub: Proposed Functional Statement,
30 Nov 50, S (in files of OTR CT Program Staff).

Mei’no, DTR to DCI, sub: A Proposal to Establish and Imple-
ment a Career Corps Program in CIA, 3 Jul 51, S (in files of
OTR Historiaﬁ).

Ibid., Introduction, p. XI.

Memo, AD/Pers to DCI, sub: Proposal for the Establishment
of a Career Corps, 24 Jul 51, S (in files of OTR Historian).

5SS Historical Paper OTR-5, p. 25, S.
25X1A

Paper bY— sub: Establlshlng a Career Service

in the Central Intelligence Agency, 16 Apr 51, S (in files of OTR

Historian).
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10.

11,

12.

13.

14,

15,

16.

17.

Chronological List of JOTP Staff Members, 26 Nov 62, not

‘classified (in files of OTR Historian).

25X1A
_Memo for the Record, sub: Conversation
. ' 25X1A
Today with_ Director, Junior Officer Training

Program, 14 Jan 59, S (in files of OTR Historian),

Memo, DTR to DCI (4,‘_ above), Flow Chart, p. wviii.

Ibid., p. 31.

Ibid., Appendix O, p.. 65.

Ltr, Walter B. 'Smith, DCI, to Sec. Def,, 5 Mar 51, C (in files
of OTR CT Staff).

Memo, DTR to DDP, DDI, DDA, Asst. Dirs., sub: Agreements
with Military Services for basic, OCS, and other training of
selected CIA personnel, 13 Feb 52, C (in files of OTR CT Staff),
Memo, AD (Personnel) to DTR, sub: Use of Provisional Clear-
ance for Junior Officer Trainee - Officer Candidate School Appli-
cants, 20 May 53, S (in files of OTR CT Staff).

Memo for the Record signed bY_sub ’Phy521§X1A
cal Disqualificationbr OCS, 22 Sep 53, C (in files of OTR CT

Staff),
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18. Memo for the Record signed by'_ sub: Depart2OX1A

ment of Defense Training of Selected CIA Personnel, 10 Sep 51,
C (ia files of OTR CT Staff).

19.  Ibid. 25X1A
of OCS Quotas, 1 Oct‘52, C (in files of OTR CT Staff).

21, Memo, C/JOT Division to DTR, sub: Officer Candidate School
Program, 12 Feb 53, S (in files of OTR CT Staff).

22, Memo, C/PRD/OP to D/OP, sub: Junior Officer TraininglPro-
gram, 31 May 55, S (in files of OTR CT Staff).

23, OTR Staff Study, sub: A Review of Personnel Management
Aspects of the JOT Program, undated but probably submitted to
the DTR in Jan 60, S (in files of OTR Historian).

24, Ibid.

25, The IG's Report of Survey of the JOT Program, 2 Feb 56, S
(in files of OTR CT Staff).

26, Memo, DTR to DDS, sub: Cor-xtinuation of Military Phases of
the JOT Program, 1 Apf 56, C (in files of QTR CT Staff).

27.  OTR Notice 17-53, 26 Jun 53, S. |

28. Memo, DTR to DDS (26, above).
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Ibid.

Memo, C/JOTP to |l no sub, 6 Nov 62, not classified (in25X1A
files of OTR CT Staff).

OTR Staff Study (23, above), p. 27,

" Memo, Acting Chief, FRB/OPers to All Recruiters, sub: Air

Force changing from OCS to OTS (Officers' Training School),

23 Feb 62, C (in files of QTR CT Staff).

Memo, DTR to DDS (26, above). 25X1A

Organizational History of the Central Intelligence Agency, 1950 =

53, S, chap X, "The Conduct of Agency Business,' p. 75 ff.

SS Historical Paper OTR-5, The Office of Training, 1 July 1951-

1 January 1966, Vol I: "Definition and Consolidation, 1 July

1951 - 1 December 1953,'' S, p. 25.

Memo, DTR to DCI (4, above), Appendix I, p. 38.

"Office of Training History, 2 Jan 1951 to 1 Jun 1953, " S, vunnuxn-
bered appendix (unpﬁblished pa,.per in files of CIA Historical Staff),
Ibid., p. 16,

Minutes, DCI Staff Conference, 17 Sep 51, SC-M-27, S (Iin files

&

of OTR Historian).
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